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SYNOPSIS
The thesis consists of nine chapters in which the 
background to the study, the disciplines'from which the 
hypothesis developed, the design and testing of the 
hypothesis and the conclusions are described. The aim 
was to contribute to the development of concepts which 
will assist in the maintenance of the quality of hospitalitj^ 
services.
The first chapter summarises the background, objectives 
and methodology of the study. Chapters 2, 3 and 4 
examine the nature of service, the nature of quality and 
the nature of services provided by the hospitality industry 
and ways of determining the key dimensions of quality for 
the different market segments of the industry.
The research then examines factors that influence the 
achievement of service quality. Chapters 5 and 6 include 
an examination of organisation theory and management 
functions closely concerned with quality. Prom this a 
number of variables are identified, which have a 
significant impact on the quality of services.
Chapter 7 describes how the following hypothesis evolved.
nThat quality of hotel and catering services are most 
effectively maintained, when both those responsible for 
policy making and implementation of such services are able 
to perceive the key dimensions used by the customers 
themselves in their evaluation of the services and when 
those implementing have the mechanisms for taking action 
to ensure that realistic standards are met".
The chapter also explains why the techniques of repertory 
grid and quality circles were adopted to test the hypothesis.
Chapter 8 sets out the findings of the test and indicates a 
number of ways of improving the approaches used. Chapter 
9 draws conclusions on the hypothesis, sets out a model for 
use in designing quality assurance programmes and identifies 
areas where further research is required.
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CHAPTER I INTRODUCTION
1.1 BACKGROUND
This thesis is based on five years work aimed at trying to 
establish mechanisms for determining, in the hotel and 
catering industry, quality standards for customers, how 
these can be translated into operational standards and be 
subsequently maintained. The work has involved a mix of 
theoretical study conducted on a part-time basis, 
practical application in a range of consultancy 
assignments and finally the development of an overall 
approach designed to test the hypothesis that evolved 
during the research.
The reason for beginning to conduct research in this area 
was that, at the time a topic had to he selected for 
investigation whilst following a Sloan Fellowshipf it 
occurred to the researcher that the reason why the 
quality of service is often poor is that many service 
operations have an inappropriate organisation structure.
As a result a project entitled TThe relationship between 
the structural design of organisations and the maintenance 
of consumer standards in a multi-unit restaurant chain’ (1) 
was conducted in part fulfillment of the requirements for 
the award of a Sloan Eellowship.
Although the study provided some insight into the nature of 
organisation structure in a restaurant chain, the outcome 
was inconclusive, as it appeared that a number of other 
factors also have an influence on the maintenance of 
consumer standards.
Whilst this project w^ as being conducted Teare (2) was 
carrying out,' on behalf of the Hotel and Catering Industry 
Training Board (HCITB), what proved to be a closely related
1 2
study into the way the hotel manager controls the training 
function. He concluded:
"a) the notion of standards exists in an hotel;
b) Standards are not declared in a quantative or 
qualitative form which is capable of being 
communicated through the levels of staff in a 
hotel coherently;
c) The understanding of standards is different at 
each level interviewed;
d) That insufficient emphasis has been placed by 
hotel companies in defining with the hotel 
manager the constraints and discretion avail­
able in the operation- of his unit;
e) That insufficient attention has been afforded 
to consumer associations, motoring organisa­
tions and other similar bodies where standards - 
are being considered.”
Personnel and training specialists who served on the Hotel 
Sector Training Group of the HCITB, were at about the same 
time expressing disappointment with the degree of impact a 
considerable training effort have had on operational 
standards in a number of companies. They asked the HCITB 
to initiate a study in ten major hotel groups to' .help 
companies make their training more effective, by giving 
them guidance on the roles of operations and training 
management in the qualitjr control of hotel services.
The researcher was invited to conduct this study as a 
result of the interest shown in the project completed 
during the Sloan Programme. The report (3) prepared for 
the HCITB with the support of the Hotel Sector Training 
Group:
a) recommended a broad classification of standards;
b) identified the common features of units which maintain 
consistent standards;
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c) identified the importance of recognising the role of 
employees and work climate;
d) made recommendations on the action to he taken by. 
operational management and those concerned with 
training and education.
Following this a number of training workshops were run hy 
the researcher for those responsible for personnel and 
training in industry. At these workshops it became 
apparent that although useful insights had been gained, 
particularly in the wide gap between customers’ and 
personnels’ perceptions of standards, that much more 
needed to he done to develop practical applications of the 
concepts that had evolved. Further to find ways of 
gaining the interest and commitment of operational 
personnel.
Since then companies have continued to develop their own 
approaches to standards, some with assistance from the 
HCITB and other outside agencies. The HCITB has, as well 
as assisting individual companies, developed a slide/tape 
presentation entitled ’Everybody has standards’.
Having completed the HCITB study the researcher registered 
for an M Phil at the University of Surrey and continued 
conducting assignments in industry, and running workshops 
in the quality field.
1o2 REASONS FOR STUDY
i\
The background already described is one indicator of the 
growing interest in quality standards. It also became 
apparent from discussion with senior management during 
these earlier studies that they recognise the traditional 
mechanisms for maintaining standards are no longer 
appropriate hut that the alternatives tried have not been 
particularly successful.
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Another indicator was the growing number of articles (4) 
that appeared in the trade press at the time the study was 
proposed and which have continued. One of the articles 
provides some useful insight into the-problems involved 
and the need for clearer understanding within the industry.
111 think the industry is often too critical of itself 
or at least wrongly critical about its•relations with 
guests because it judges itself by the wrong standards 
This might be overcome if more managers could think 
through clearly exactly what it is that their own 
guests expect - not in terms of how a product or • 
service is provided but in terms of what the end 
product is (such as a hot drink at.night). Often it 
is only the ways and means which need altering. And 
those who are already doing this and trying to meet 
guests’ expectations realistically within today’s 
constraints should not be criticised by others for 
so-called ’lowering of standards* for it does not 
always appear that way to guests ” (5)
It also pointed out:
’’Words like ’high standards, good service and fair 
value for money* mean totally different things to 
different people and are therefore meaningless until 
they are defined in clear, precise terms. Yet 
expensive hotel investments and crucial marketing 
decisions are based on these nebulous phrases” (6).
In a wider context there has been an increasing interest 
world-wide in the need to improve the quality of goods 
and services. This is illustrated by the growing number 
of articles in the national and international press on 
quality as exemplified by a recent series in the Financial 
Times (7). An interesting theme in many of the articles 
has been the continued reference to the quality techniques 
used by Japanese industry. Another indicator of growing 
interest'was that ’Quality is Free* by Crosby (8) became a 
■’best seller* in America.
Publications and press publicity concerned specifically 
with the quality of hotel .and catering services appear 
overall to give a negative impression on the quality of 
these services. The industry’s organisations tend to
react defensively to such critical comment. It is 
difficult to find empirical evidence on the quality of 
service and of any trends.
Dean (9) argues that as in the United Kingdom people eat 
out on fewer occasions and stay less frequently in hotels 
that the cause of this is declining standardsf although 
no evidence is given to support this.
Farrell (10) in a fairly extensive piece of research of 
food service outlets in hotels in the States does provide 
evidence that in the hotels researched the level of 
satisfaction was lower than would he generally expected by 
the industry. He summarised his findings as follows:
"First, very few customers are satisfied, except for 
those who eat in coffee shops. For all types, 88% 
are not satisfied; for dining rooms, 94%;for 
restaurants, 98%. Of coffee shop customers 20% 
were unsatisfied or dissatisfied, hut 30% were 
satisfied and the 50% who were indifferent were 
satisfied to be so."
How representative these findings are is now known, but it 
does point to the need for more empirical evidence on the 
present levels of satisfaction.
Two conferences (11) organised by tourism organisations 
were an indicator of a growing interest in the quality of 
service in the tourism field.
In the earlier studies already referred to it became 
apparent in studying the literature that there appeared to 
be an absence of detailed work on quality in the hotel and 
catering industrjr. This lack of information appeared to 
be underlined by the fact that in the HCIMA ’To-morrows 
managers’ study (12), managers ranked quality'control 
fourth most important out of 61 subjects about which 
practising managers wanted to know more0 In a more 
limited survey of former HND students in hotel and.catering 
subjects at Ulster Polytechnic, Fawcett (13) identified
that quality control out of sixteen topics was highest in 
terms of use by the former students in industrjr, and the 
need for more knowledge. In an update of the HCIMA 
Corpus of Knowledge (1.4) in December 1980 setting out the 
knowledge required by practitioners in hotel, catering and 
institutional services, productivity and qualit3^ control 
were two of less than ten topics which were added to the 
corpus of professional knowledge. The need for this was 
determined as a result of a response'from recently 
qualified practitioners and a literature survey.
Another indicator was that in 1977 as a result of public 
disquiet with Motorway Service Areas and the difficulties 
in getting tenders for new MSA’s the Secretaries of State 
for Transport and Prices and Consumer Protection appointed 
a committee with the..’following terms of reference:
"consider and report on how far the present facilities 
available at motorway service areas meet the needs of 
motorway users, having particular regard to price, 
quality, variety, and effective competition: and on
what further provision should be made for the 
convenience of travellers, bearing in mind road safety 
and any other relevant matters".
The establishment of such a committee served to underline 
the need for greater insight into the nature and 
maintenance of quality in service industries. The report 
(15) published by the committee illustrated some of the 
different perceptions of quality between the consumers and 
the professional concerned with providing the services.
/
Another reason for the research was the development and 
growing size of the service sector*
Bell (16) suggests the word ’services’ disguises 
different things, and that in“the transformation to post­
industrial society there are several different stages in 
its growth:.
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"First, in the very development of industry there is a 
necessary expansion of transportation and of public 
utilities as auxiliary services for the movement of goods 
and the increasing use of energy .... Second, in the 
mass consumption of distribution (wholesale and retail) 
and finance, real estate and insurance .... A third
sector, that of personal service, begins to grow -
restaurants, hotels, auto services, travel, entertainment, 
sports .... Finalljr the claims for more services and the
inadequacy of .the market in meeting people’s needs for a
decent environment as well as for better health and 
education lead to the growth of government particularly 
at the state and local level, where such needs have to be 
met'k
Previous studies suggested that many assume that techniques 
developed for maintaining quality control in manufacturing- 
industries are transferable to all of the service 
activities described above as its growth and significance 
is recognised.
Sabolo ( 1 7 )  however suggests that the concept of production 
and its measurement are ill suited to the tertiary 
(service) sector as non-quantifiable elements play an 
important role. For this reason he suggests:
"It would be desirable to undertake both theoretical and 
empirical research with a view to introducing the coneept 
of quality and the measurement of quality into studies of 
production of services. This would make it possible to 
throw new light on the problem of substitution among 
factors of production - labour, capital, management, 
consumer."
The reasons for conducting the research can be summarised 
as follows:
the growth in interest in quality;
the growth in the significance of the service sector; 
the impression that quality standards in the industry 
are poor;
the dearth of information.about the nature of service 
quality and how it can be maintained.
1.3 METHODOLOGY
1.3.1 Introduction
At the beginning of the research the following tentative 
approach was agreed between supervisor and researcher:
review of literature in related fields in combination 
with previous work conducted; 
agreement of outline and programme; 
development of hypothesis;
design of questionnaire or design of mechanisms; 
conduct of survey or conduct of comparative action 
research;
formulation and preparation of draft thesis.
The broad concept of this approach was maintained during 
the research although there was much more overlap between 
some of the stages than was originally envisaged. A 
brief description of each stage follows;
1,3o2 Review of literature and -previous work
The review in related fields in combination with previous 
work conducted was expected at the onset to be completed 
before the other stages were started and to involve 
approximately one sixth of the time devoted to the study.
In fact this stage has extended over the whole research 
programme as the complexity of the research project 
became clear and as new insights focussed on the need to 
study literature not envisaged in the early days of the 
research.
A computer search survey to determine published and other 
available information on quality and reliability and -their 
control in the hospitality industry was conducted at the 
University of Guelph, Canada* The key words used in the 
search were quality, reliability,- standards, hospitality
(hotels, lodging, foodservice, catering) and control 
(assurance, measurement, inspection, testing, auditing 
and assessment).
This identified a number of sources, some of which proved 
valuable. It did, however, further emphasise that only a 
limited amount of published information directly applied 
to the hotel and catering industry.
After this initial study the literature survey extended 
through a number of disciplines. First of all literature 
in the field of quality and quality'control, first applied 
in the manufacturing industries and later as applied to 
the service industries. This led into a study of the 
nature of services and comparisons with manufacturing.
This then led into the fields of marketing, anthropology, 
•aesthetics and design which all proved to have closer 
links with the research than originally•expected.
Following this research,literature was examined to identify 
possible techniques for describing services offered by the 
hospitality industry.
Following this the operational aspects of quality control 
were further examined and this led into literature surveys 
concerning organisation theory and management functions 
which appeared to have an application to maintaining 
quality in the hospitality industry. Further techniques 
for maintaining quality were examined in the literature, 
in order to identify an appropriate technique for the 
research project0
At this stage the hypothesis was evolved and the test 
designed and tested. Following this a number of gaps in 
the literature were identified and subsequently these areas 
were studied to resolve some of the unanswered questions 
raised by the test.
2 0
A tentative outline of the structure of the thesis was 
based on and initial approach agreed between supervisor 
and researcher. This fell into four main parts: 
findings of the literature survey; the. hypothesis and 
design of the test; the findings of the test; and the 
conclusions of the research. The programme set out a 
tentative timetable which was dependent upon finding- a 
company prepared to allow the hypothesis to be tested.
1«3o3 Agreement of outline and programme
Review of literature 40 days
Agreement of outline programme 20 days
Development of hypothesis 30 days
Design of questionnaire and/or mechanisms 30 days
Conduct of survey and/or comparative
action research 90 days
Formulation and preparation* of thesis 60 days
Total 270 days
Later it became clear that it was impractical to present 
the literature survey as one part of the thesis and that 
it would be desirable to adopt a structure based on a 
series of topic areas, each of which would include 
reference to the literature that was applicable to a 
particular topic. The programme was extended as a more 
complex approach evolved during the study. Subsequent 
discussions with the -company prepared to test the 
hypothesis indicated that the test required more time than 
originally envisaged.
1.3.4 Development of hypothesis
The original aim of the research as set o u t in the research 
proposal was:
2 1
!To establish mechanisms for determining in the hotel and 
catering industry, quality and reliability standards for 
customers, how these can be translated into operational 
standards and subsequently communicated and monitored.’
The hypothesis that evolved from this aim after two years 
of conducting the research was:
’Quality standards of hotel and catering services are 
most effectively maintained when both those responsible 
for policy making and implementation of such services 
are able to perceive the key dimensions used by the 
customers themselves in their evaluation of the services 
and when those implementing have the mechanisms for taking 
action to ensure that realistic standards are met*.
The reasons for this change of emphasis between the aim 
and the hypothesis reflect the way the research developed 
as a result of the literature survey and practical 
experience during the period the research was conducted.
1.3.5 Design of questionnaiie or design of mechanisms
The alternatives implied in the title of this stage
indicate that at the beginning of the study the researcher
had no clear picture of the most appropriate technique or 
techniques that would be used to test the hypothesis. In
the end the test was designed in two stages and a very 
different technique was used for each stage.. Each 
technique was selected from a number which were considered 
following a study- of the research techniques that had been 
used to tackle similar problems in the past.
The technique for the first stage of determining and. 
comparing the perceptions of customers, policy makers and 
implementers when evaluating service was the repertory grid 
technique. The technique for the second stage of ensuring 
that realistic standards were met were a number of 
techniques used in quality circles, a participative problem 
solving apxiroach to maintaining quality
2 2
1.3.6 Conduct of survey or conduct of comparative action 
research
■When the test had been designed it involved a series of 
surveys and some comparative action research. Both parts 
were carried out in the Holiday Inn at Swiss Cottage over 
a period of eight months. ' The surveys were conducted by 
the researcher. The researcher acted as an adviser and 
observer in the comparative action research. On comple­
tion of the test the findings were fed back to senior 
management of the company who had previously agreed the 
approach.
1.3.7 Structure of the thesis
The next seven chapters of the thesis are based on the 
literature survey, the conclusions for each chapter develop 
a number of themes. These themes are woven together as 
the chapters evolve and it is from these conclusions that 
the hypothesis and test . . set out in Chapter 7 evolved.
Chapter 8 sets out the findings of the test and Chapter 9 
the conclusions of the research.
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CHAPTER 2 NATURE OP SERVICE
2.1 INTRODUCTION
A study of the literature concerning service indicates 
there are wide differences in the understanding of the 
nature of service. Different approaches are used to 
explore the nature of service, these include: comparisons
between service industries and manufacturing industries; 
comparisons between services and products; and an 
examination of the characteristics of service. Each’of 
these approaches is examined and these are followed by 
conclusions and a working definition on the nature of 
service.
2.2 DISTINCTIONS BETWEEN SERVICE INDUSTRIES AND 
MANUFACTURING-. INDUSTRIES..........
The Standard Industrial Classification (-1 ) distinguishes 
between those groups of industries through which goods are 
produced and those through which services are rendered. 
Although, in recent years more attention has been given to 
service industries, the classification gives little 
insight into the nature of service. The reason for this 
is that the classification appears to be production 
rather than market orientated, as illustrated by the use 
of the words ’produced* and ’rendered*.
Juran (2) suggests there are differences between manu­
facturing and service inductries and, for example, states:
”In carrying out its mission the service company sells 
direct to the user. This is true not only for the-large 
industrial user but for the small users as well. In 
this latter respect, the service company differs sharply 
from the manufacturing company".
He then immediately appears to undermine his argument by 
identifying significant exceptions in a footnote:
"This is not a 100% true. Some service companies (eg 
in the insurance industry) sell extensively through, 
independent agents. Also, some manufacturing companies 
sell direct to the consumer (eg through mail order or 
through house to house selling). However, the services 
exhibit a very high proportion of direet sales to the 
consumer whereas this proportion is very low for the 
manufacturing companies".
Levitt (3) does not accept there are differences and 
states:
"Purveyors of service, for their part think that they .  
and their problems are fundamentally different from other 
businesses and their problems. They feel that service is 
people intensive, while the rest of the economy is 
capital intensive. But these distinctions are largely 
spurious. There are no such things as service industries. 
There are only industries whose service components are ' 
greater or less than those of other industries. Everybody 
is in service".
Levitt, to support his view,, picks McDonalds as being 
representative of service industries. He illustrates the 
similarities between a fast food operation and. a 
manufacturing production line. He does not appear to 
recognise as Woodward (4) suggests that manufacturing 
industries vary in their technology or that McDonalds may 
not be representative of all service industries.
^  G-ronroos (5) questions Levitt’s view, that there are only 
industries with varying degrees of service components and 
that everybody is in service, in theccontext of marketing 
services. He suggests there is no empirical evidence 
to support the view that concepts used by companies in 
goods industries can equally be applied to service firms.
7^ Thomas. (6) supports Gronroos’s view from a similar 
perspective, when he suggests that many managers of 
service businesses are aware that the strategic 
management service business is different from that of 
manufacturing business.
It does not follow that because the present practices used 
in manufacturing business do not have an application in 
service business that manufacturing and service industries 
are necessarily different. It is possible that present 
practices are not appropriate to manufacturing and service 
businesses but that practices will evolve which have an 
application to both.
JZ Thomas (7) points out that there are also significant 
' differences between service industries; for example, some 
are equipment based and some people based. . Further, 
that an industry can change from one base.to the other, 
as illustrated by the introduction of the automatic 
telephone system. Some industries such as- the hotel, 
industry are based on both.
From the views expressed it appears that in manufacturing 
there are common and different characteristics between 
industries and similarly common and different 
characteristics in service industries. It also appears 
that some but not all of the common characteristics in 
manufacturing and service industries are common to both.
Further, that there may be some characteristics which 
distinguish service industries from manufacturing 
industries, these characteristics are examined later in 
the chapter.
Gainsley (8) draws a different kind of distinction between 
manufacturing organisations and hotels:
"In manufacturing organisations a customer service system, 
■can be identified as a separate sub-system. The hotel ... 
has customer service central to its raison d ’etre".
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This distinction between service as a supporting activity 
and service as a central core is a valuable insight into 
the nature of service and will be developed in the 
chapter.
2.3 DISTINCTIONS BETWEEN SERVICES AND PRODUCTS
Sabolo (9-) in discussing the antithesis between demand 
for services and goods draws attention to one of the 
problems of classification of services and products:
"for example, household electrical appliances and 
domestic servants meet the same wants as do - to take 
another example - radio and television sets on the one 
hand and services provided in traditional•places of 
entertainment on the other. Furthermore, the consumption 
of a service is sometimes inseparable from the consumption 
of a good, as in the case of establishments serving food 
and drink".
This need.not necessarily be a problem if.as.Levitt (10) 
suggests customer service is a requisite of getting and 
holding business, just like the generic product itself, 
and implies that there is no need for a separate 
definition which distinguishes a product from a service.
This broad generalisation appears to be supported by 
Kotler (11) who, in the marketing literature does not 
distinguish between products and services. He suggests 
three concepts when discussing the character of a product: 
formal product; core product and augmented product.
Kotler. indicates that the formal product can be a physical 
object or service, which is readily recognised as the. 
offering and gives the following examples: lipsticks,
computers, educational seminars and political candidates.
A formal product, he asserts, may be recognised as having 
up to five characteristics: a quality level, features,
styling, a brand name and packaging. Kotler describes 
the core product as the essential utility or.benefit that 
is being offered to, or sought by, the buyer. The
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augmented product concept as the totality of benefits 
that the .person receives or experiences in obtaining the 
formal product.
Brown and Jacques (12) can also he seen to relate to 
Kotler’s idea of the augmented product with their concept 
of the ’product surround’. They define this as:
"the cluster of aura of subjective values given to a 
product by the market, which are not a part of the 
objectively definable product■to.which the purchaser is 
entitled by the money he pays, but the importance of 
which is determined by what the purchaser thinks about 
the product and about the enterprise that markets it".
Kotler, and Brown and Jaques illustrate that they recognise
that products are complex and include intangible elements.
Kotler also indicates.that this complexity embraces»products and services.
Shostack (13), whilst recognising the complexity, stresses 
the need to distinguish between products and services when 
she suggests:
"Little, by little, the realisation is growing that 
services in fact are not only profoundly different from 
products, but that an entirely new discipline may have to 
be created to deal with them".
Cowell (14) in seeking these distinctions draws attention 
to the American Marketing Association definition of 
service:
"activities, benefits or satisfactions which are offered 
for sale or are provided in connection with the sales of 
goods".
The difficulty with this definition, Cowell suggests, is 
that it is too broad, for arguably products could be 
construed to offer ’benefits and satisfactions’ as well 
as services. This definition does, however, allude to 
the difference identified by Gainsley between service as 
a support activity and service as a central core (see p28).
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Cowell (15) examines a number of approaches which 
distinguish products from.services. One way is to draw 
up lists of different types of services, consumer and 
industrial. The disadvantage of this approach is that 
they become outdated and do not describe the essential 
nature of service.
Another approach identified by Cowell (16) is where 
authors have attempted to develop listings of perceived 
similarities and differences between products and 
services on fundamental lines. -
Shostack (17) has identified the following differences:
-7
1) products are intangible - services are not;
2) products are replicable and engineerable - 
services are often non-uniform and non- 
engineerable;
3) product pricing is primarily cost based - 
service pricing is primarily value based;
4) product distribution involves the shipment of 
goods - servicer distribution involves the 
dissemination of processes;
5) products can be separated from people - 
services are often perceived as the people who
/ render them;
6) products are positioned through image - service 
through evidence;
7) products can be invented and tested in the 
laboratory - services can only be developed 
experientially and by heavy reliance on 
qualitative science.
Thomas (18) supports some of these differences when he 
suggests that in the product orientated business, the 
physical reality of the product provides a simple but 
powerful base on which to build a business description 
whereas services are more abstract. He suggests.that a 
pure service is the primary entity sold and where the 
transfer of a physical product is incidental to the 
service.
^  Cowell (19) indicates there are difficulties in
establishing functional features which accurately and 
precisely differences between products and
services. Exceptional cases so often invalidate the 
functional features suggested.
Cowell (20) suggests that the differences might be more 
a matter of emphasis than of nature or kind, implying 
some form of scale. Sasser et al (21) suggests such a 
scale in a table comparing various goods and services 
packages (Table 2.1), and that a purchase becomes a 
service when 50% or more of the bundle is of a services 
content.
Table 2.1 A comparison cf various goods and services 
packages
Goods Services
100% 75 50 25 0 25' 50 75 100%
I --J________ I_________ I_________ I i  I_________ »- L .
I
Automobile___________
Installed carpeting;____________
East food restaurant meal
Restaurant {meal__________
Auto maintenance________
Hospital care________ _
Haircut______________
(jonsulting services
! Motel services   *     —    -1I
  - 1
Self-service groceries 1
Gronroos (22) considers a service continuum with pure 
goods at one extreme and pure service at the other is a 
faltering concept caused because of a confusion in the 
nature of service.
Gronroos (23) defines the t wo kinds of service as follows
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"1) services as objects of marketing - the service
is the core of the marketing offering;
2) . services as marketing variables as a means of competition when marketing goods."
Cunningham and Roberts (24) in a similar way suggest 
there are two meanings attached to service:
"1) When service is central to the transaction and
it is a service rather than a product which is 
being sold (ie a transport service or an 
industrial cleaning - service)•
2)' When ..the product is central to the transaction
but service is supplied in conjunction with it 
(ie a guarantee that the product will be replaced 
if it fails on the speed of response to provide 
a repair service)".
These similar distinctions of Gronroos and Cunningham and 
Roberts between service as a central core and service as 
a marketing variable links closely with Gainsley’s 
distinction between customer service which is a central 
system and customer service which can be identified as a 
separate sub-system (see p 28 ). These distinctions are 
further developed in a later section of the chapter
examining the service characteristic of intangibility.
/
2.4 CHARACTERISTICS OE SERVICE
- Cowell (25) identifies another approach where services 
are classified according to the unique characteristics 
they art thought to possess. The following character­
istics, Wilson (26) suggests, distinguish services from 
products:
intangibility;
* * . t *direct relationship between provider and customer;
user participates in production;
production and consumption simultaneous.
Stanton (27) identifies the following unique attributes 
in the marketing of services which embrace the 
characteristics identified by Wilson:
heterogeneity; 
intangibility; 
inseparab ility; 
perishability.'
Another characteristic of services is suggested by Wyckham 
et al (28) and this is the characteristic of non-ownership 
of the service itself. Gronroos (29) suggests 
accessibility as a promising concept for service firms. 
Gainsley (30) identifies a further characteristic of 
customer contact, which he distinguishes as a separate 
aspect from the nature of service when discussing the 
development of hotel systems.
These characteristics have been consolidated into the 
following characteristics:
perishability; 
ownership; 
intangibility; 
inseparability; 
accessibility; 
customer contact; 
heterogeneity-.
Each of these is examined in order to ascertain whether 
they given further insight into the nature of service.
2.4.1 Perishability
^  Stanton (31) suggests that perishability is a
characteristic of service industries. Wyckham et al 
(32). point out that perishability is a characteristic of 
all products and services. Although they admit that the 
speed of perishability may tend to be faster in the
service industries. There are, however, manufactured 
products which are highly perishable.
This characteristic of all services and some products 
means that stockholding cannot he used as a means of 
meeting peak demand. Sasser et al (33) suggest that 
the combination of perishability and wide swings in the 
volume of demand place heavy pressure on service firms 
to develop and implement plans to alter the demand 
schedule fon a firm’s service to fit more closely to its 
physical capacity. The result, if the market effort 
fails is the firm has periods of idle- -capacity or periods 
of insufficient capacity or both®
This suggests that perishability is closely linked with 
inseparability and that it is inseparability that is a 
particular characteristic of services rathe'r than 
perishability which can apply to both products and 
services.
2.4.2 Ownership
Shostack (34) makes the suggestion that tangible products 
are normally owned by the users. Wyekham et al (35) 
point out that'services cannot be owned by the user.
Judd’s (36) definition of a marketed service also refers 
to ownership, when he states:
"A market transaction by an enterprise or an entre­
preneur where the object of the market transaction 
is other than the transfer of ownership (or title) of 
a tangible commodity".
This definition also refers to tangibility.
Juran and Bingham (37) indicate that the development of 
leasing means that not all products may be owned by the 
users. This indicates that non-ownership cannot be 
exclusively applied to services, although it is apparently
of some significance when linked with intangibility.
.This suggests that intangibility may be a key 
characteristic of the nature of service.
2.4.3 Intangibility
Cowell (38) states that
"one of the most widely agreed characteristics of a 
service is ’intangibility’."
Stanton (39) supports this view and also suggests that 
whereas a customer can physically evaluate a product he 
cannot physically evaluate a service before purchasing.
This is a doubtful distinction because as Wyckham et al 
(40) suggest it is open to question whetherconsumers can 
physically evaluate products. They point out the inability 
of individuals to discriminate between products both 
simple and technically complex. Mason (41) recognises this 
and suggests the consumer compromises by singling out a 
number of secondary indicators. Shostack (42) also 
suggests that consumers single out indicators and that 
these are tangible clues of an intangible service.
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Shostack (43) hasthe view that all products and services 
have an element of intangibility and has developed a model 
that provides for this. She suggests that products have 
a tangible nuclei and can be described as tangible dominant, 
services have an intangible nuclei and can be described as 
intangible dominant. Further that this nuclei can be 
surrounded by both tangible and intangible molecules.
To give further insight into the concept Shostack suggests
a scientific analogy, where the market entities have
multiple elements, a change in a single element may alter
the entity, as the simple switching of Fe nn to Fe0C>
3 2 2 3creates a new substance.
An illustration (Figure 2.1) of an application of the 
model comparies an automobile - a tangible product for 
satisfying the market’s transportation needs with an 
airline - an intangible dominant alternative for 
satisfying the market’s transportation needs, yet with 
important tangibles such as interior decor, food and 
drink, seat design and overall graphic continuity.
Some of which are also characteristics of the automobile.
Users on different occasions may be expecting a different
arrangement of the clDister of molecules surrounding the
nuclei. Occasionally -the nuclei .majr actually change.
Per example, a car owner hiring a car would be changing
a tangible product to an intangible service. A oar then
bec-omes one of the surrounding molecules.
*
Figure 2.1 Diagram of market entities
AUTOMOBILES
O  Tangible elements  
\  ;  In tangible  elem ents
A IRLIN ES
( weighted towards evidence)
Shostack rings the elements surrounding the core. First 
by a set value or price and then by a circle representing 
distribution. Finally, the entire entity is 
encompassed by its ’public face* or market positioning.
Shostack*s model provides for elements of service to be a 
marketing variable of an intangible dominant offering, as 
well as a tangible dominant offering. A failure to 
recognise that the word service can be used to describe 
the nature of both the core and the elements of an 
intangible dominant offering is one of the reasons why 
service offerings have been found difficult to define,
Shostack* s model links closely to the distinctions made 
by Gronroos (44) and Cunningham and Roberts (45) between 
services as a central core and service as a marketing 
variable nnd Gainsley’s (46) distinction between customer 
service as a central system and customer service as a 
sub -systern.
It will be noted that Shostack uses the term ’offerings* 
to embrace both products and services. Wyckham et al 
(47) also suggest that one should consider not products 
and services but ’offerings’ ie sets of needs satisfiers 
offered in particular markets. They also point out that 
consumers purchase not just the intrinsic need 
satisfaction of an item but a constellation of attached 
social and psychological factors as well.
Gronroos (48) is critical of the idea that customers . 
are not buying goods or services but the value satisfac­
tion of offerings, as it avoids the need to distinguish 
the nature of services and products.
5^  Shostack’s (49) concept of tangible dominant and 
intangible dominant ’offerings’ with consumers using 
different kinds of clues to discriminate meets this 
criticism and provides the opportunity to classify
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offerings along a continuum from tangible dominant to 
intangible dominant in a way that recognises the 
difference in the nature of market entities.
Maslow's (50) hierarchy of needs provides a useful way of 
looking at an offering from a users' point of view.
Maslow suggests that there are five basic needs which are 
arranged in a hierarchy of importance:
physiological;
safety;
belongingness and love;
esteem and status;
self actualisation.
It appears possible that the core of a product or service 
could be concerned with fulfilling a need at one or more 
levels. Further that'particular"needs could be satisfied 
by either a tangible or intangible molecule, for example: 
a tangible molecule may be taken as evidence of 
satisfying an intangible need (eg basket of fruit in 
bedroom may be saying we care). On the other hand a 
physiological need may be satisfied in part by an 
intangible (eg feeling of spaciousness may contribute to 
rest).
Caution needs to be given to assuming that each 
individual's hierarchy of needs is as suggested by 
Maslow, as' although many consider it as a valiiable 
insight into basic needs, little empirical evidence is 
available to support it.
Although it is accepted that all products and services 
have a degree of intangibility, Shostack's concept of 
'intangible dominance* as a characteristic of all 
services is a useful approach to defining services. It 
must be recognised that any attempt to define customer 
needs should provide for a variety of tangible and
intangible elements required, tc meet the diversity of 
needs that exist, and avoid making assumptions in the 
relative importance of these to different individuals.
2.4.4 Inseparability
^  This characteristic Stanton (51) suggests, is the result 
of the simultaneous nature of the production and 
consumption of services. | Wyckham et al (52) argue that 
this is not the case by pointing out the number of 
personalised services that are distributed to national 
. and international markets. Examples given, include 
companies, banks, car rental and restaurants.
The views expressed by Wyckham et al appear to confuse 
at least two of the characteristics of service being 
examined. The distribution of personalised services 
appears to point to the characteristics of accessibility 
rather than inseparability. It is quite possible that 
the production and consumption of services could be 
simultaneous in each location.
Sasser ,(53) also suggests that:
"In the production of a service, the process not only 
creates the product but also simultaneously delivers it 
to.'the customer. The service deliver system is a 
process in which the consumer participates".
It does appear that the nature of service is such that 
the provision (but not necessarily its production) and 
consumption of services are simultaneous. This 
indicates that the consumer is within the system, it does 
not imply, however, that production personnel need to be 
involved.in the -system at- the ’same time -a service.is 
consumed. The provision of self service facilities are 
ample evidence of the need to distinguish between 
production and the provision of service.
40
Inseparability of the provision and consumption of 
service does therefore appear to be a significant 
characteristic of services, but need not imply contact 
with 'human bearers of service'.
2.4°5 Accessibility
In manufacturing industries the term distribution is 
commonly used to describe this activity. Although it is 
significant that Christopher et al (54) in a major study 
of service in manufacturing industry adopt the term 
availability a concept close in meaning to G-ronroos's 
concept of accessibility, Gronroos (55) is critical of 
the application of distribution to service industries.
He suggests:
"In my opinion the accessibility of a service is a much 
more promising concept for service firms. Resources 
influencing accessibility are, for example human 
resources, machines, offices, buildings ana other physical 
things as well as extra services ..... and they are all 
aimed at makang the service quickly and conveniently 
accessible to the consumers".
Gronroos (56) to illustrate this point suggests that:
/
"Applying the traditional concept it may be difficult to 
view a person like the guide as a part of the channel of
distribution, .... because there is nothing tangible to
distribute. In terms of accessibility, the guide is, a 
manageable resource making it possible for the .customers 
to consume the service".
Gronroos's concept links with Shostack's concept of an 
intangible offering, that the resources -both human or 
non-human - influencing the accessibility transform the 
service into a concrete offering. The resources (the 
•tangible elements in Shostack's model) are ,'bearers of 
the service'. The following'elements are given by 
Gronroos (57) as'examples:
"The location of the bank, the interior of the bank office 
or travel agency, means of transportation and their 
condition the interior and exterior of a restaurant, the 
waiters, Ticket collectors on buses and trains, computer
and telecommunication networks".
This concept, Gronroos also believes, breaks free from j
the traditional concept of direct distribution. He 
gives, insurance machines and franchise arrangements used 
by hotel and catering enterprises of innovative develop­
ments of the resources influencing accessibility.
Gronroos (58) also suggests accessibility may be 
influenced by offering extra auxiliary services.
Sometimes a service may be an extra service influencing 
accessibility for one consumer and an auxiliary service 
for another. This links closely with Shostack1s 
scientific analogy where an element can become the core 
and vice versa (see p 37).
Two of the elements of service Nightingale (59) 
identifies, information and advice; and time; appear to 
be a -part of this dimension. Information and advice 
acts as a bearer of a service. Time concerns the time 
when the service is offered and the time it can take for 
someone to order (breaks down into two parts: recognition
of wish to order and time before an order is taken) and 
the wait for a service to be provided.
Sasser et al (60).,focuses on time when' discussing ’waiting 
for service’. He suggests:
"There are a number of psychological aspects to waiting.
First, waiting may imply an unwarranted waste of time .... I
Many customers agree to a waiting period if they think j
they are being treated fairly and the situation is under 
control .... Psychologists indicate that a perception of j
a lack of control often results in irritation and may lead 
to intense distress, which is hardly the psychological i
setting for providing service". j
j
Sasser (61) also indicates that: ‘ ! ’ j
.1
"It has been found that the attitudes of people waiting j
depend heavily on the conditions under which they are 
waiting. Customers must be convinced that what they are 
waiting for is worth it. j
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There are several ways to minimize the impact of a wait.
One is to make the wait comfortable. Another is to 
distract the customer during the wait. Entertainment
may accomplish this .....  Some distraction occurs in the
waiting process if people are moved from one waiting 
point to another."
Although Sasser et al make some sound comments on the 
psychology of waiting and ways of minimising the impact of 
a wait when it inevitably occurs, they also appear to 
accept too readily the need for waiting, when there may be 
ways of reducing or doing away with this need. There may 
also he occasions when a longer wait may enhance an 
experience (eg a wait for a special event).
The concept of accessibility or the - almost synonomous 
concept of availability (62) are an important aspect of 
service although it does not necessarily distinguish 
manufacturing and service industries as the concept may 
have an application wherever a market-orientated approach 
is adopted.
When applied to services it needs to embrace the 
following aspects: advice and information; accessibility;
location; time of opening; timing (pre-recognition, 
waiting to order, waiting for service); and the service, 
bearing or delivery systems.
2.4.6 Customer contact
Nailon (63) when discussing the traditional concept of 
service suggests that this relates to the psychological and 
physiological comfort and security of the customer, ie the 
security provided by being surrounded with familiar staff 
who know and anticipate every personal need.
Jeffries (64) underlines this concept when suggesting there 
is a school of thought who equate high quality service with 
flexibility - the ability of servants to be resourceful 
enough to cope with any conceivable contingency.
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Levitt (65) indicates that:
"services are inextricably entwined with their human 
representatives. In many fields, a person is perceived 
to be the service. The consumer cannot distinguish 
between them".
He (66) further suggests:
"The concept of 'service* evokes, from the opaque recesses 
of the mind,.time worn images of personal ministration and 
attendance. It refers generally to deeds one individual 
performs for another".
Pye (67) when discussing personal service argues for a 
need for more precise definition and states:
"Too often however, the expression of 'personal service' 
is used without further amplification. . It seems to be . 
modelled on the traditional luxury idea of good service 
and seems to be a mixture of friendly, polite, deferential 
tactful and obsequious behaviour. In other words, all 
things to all men".
All of this illustrates that traditionally the nature of 
service and the degree of personal contact were seen as 
synonymous. The continued prelevance of.this view is 
illustrated by some of the following statements:
"dealing with someone dealt with before someone who is 
in a position to deal with an individual with personal 
banking, the consumer has a banker not just a bank" (68).
""What do guests want? They want a warm welcome and a 
friendly courteous, helpful staff. We all know that: it 
is like the American constitution" ( 6 9 ) .
"that people will remain services essential ingredient 
for the-foreseeable future" (70).
Sasser ( 7 1 )  suggests that:
"There appears to be a set of elements in the human 
content of certain services that technology has been 
unable to replace so far. These elements include:
(1) human presence (■warmth), (2) human assurance 
(security), (3) human response (idiosyncratic unstructured 
and infinite variations), (4) human dexterity, and (5) 
human reasoning”'
and that
"It is important to identify the functional tasks that are 
provided by human labour as the starting point for any 
system of measuring and controlling the level of service".
Sasser et al (72) also points to the mistakes that can be 
made in substituting capital equipment for people in that 
this can lead to removing the employee’s discretion in the 
performance of his job which can lead to negative 
attitudes in personal contact.
Coombes and Green (73), however, in examining the impact 
of microelectronics on service employment point to 
applications which have increased productivity: self
service pumps; automatic tellers; ticket vending 
machines; automatic ticket barriers. It is not 
suggested that these applications have reduced the service.
Although Coombes and Green (74) do go on to state:
"However, the ’personal’ character of many services is 
deeply ingrained in social custom and even the most 
sophisticated equipment will probably be seen as an 
adjunct to rather than a replacement for many conventional 
jobs".
Shaw (75) goes further and claims:
"Perhaps the most marked frustrations with services lies 
in the feeling that personal contact - and personal 
caring - have been lost".
"today’s depersonalisation leads to a deterioration in 
the quality of life which can be described as a hassle* 
.The hassle factor makes it harder to get things done"* -
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Levitt (76) suggests that because service and personal 
service are seen as synonymous:
"The most that therefore can be expected from service 
improvements is that, like Avis, a person will try harder. 
He will just exert more animal effort to do better what he 
is already doing"..
He then goes on to challenge the humanistic concept when 
he (77) suggests it:
"diverts us from seeking alternatives to the use of people, 
especially to large, organised groups of people. It does 
not allow us to reach out for new solutions and new 
definitions. It obstructs us from re-designing the tasks 
themselves; from creating new tools, processes, and 
organisations; and perhaps, even from eliminating the 
conditions that created the problems".
Levitt (78) makes no such concessions to the personal 
character of service; he- states:
"If we continue to approach service as something done by 
individuals rather than by machines or systems, we will 
continue to suffer from two distortions of thinking:
1) Service will be viewed as something residual to 
the ultimate reality ; to a tangible product, to 
a specific competence.
2) Service will be treated as a purely human task 
that must inevitably be diagnosed and performed 
by a single individual.
Until we think of service in more positive and 
encompassing terms, until it is enthusiastically viewed 
as manufacturing in the field receptive to the kinds of 
technological approaches that are usual in the factory, 
the results are - likely to be just as costly and 
idiosyncratic as the results of the lonely journey man 
carving things laboriously by hand at home".
Levitt is supported by Thomas (79) who expresses the view:
"The traditional image of the service business is that a 
service is invariably and undeviatingljr personal, as 
something performed by individuals for other individuals. 
This perspective is erroneous".
Chase (80) implies that the approach depends on the 
nature of the service process:
"To elaborate, customer contact, refers to the physical 
presence of the customer in the system, and the creation 
of services refers to the work process that is entailed 
in providing the service itself. Extent of customer 
contact here may be roughly defined as the percentage of 
time the customer must be in the system relative to the 
total time it takes to serve him".
This introduces the need to distinguish between customer 
contact with the system and customer contact with 
personnel employed in the system. G-ronroos (81) in his 
concept of bearers of service, indicates that the 
resource for bringing the service to the market can be 
human or non-human0
Nightingale (82) in distinguishing between human contact, 
time, and information and advice as elements of service 
indicates that personal contact is not necessarily 
essential for obtaining information and advice and that 
when human contact is needed this does not necessarily 
imply contact with personnel, human contact with other 
customers may be just as satisfactory.
Nailon (83) introduces a related idea:
"It seems to me that broadly two different types of 
service are sought by a range of customers and I will 
describe these as hedonistic or pleasure seeking which 
may contain an element of entertainment and utilitarian 
which is a substitute for the normal domestic type of 
requirements ......
Thus we can see that service in both hedonistic and 
utilitarian situations involves human contact on a 
spectrum of routine to personalised."
Little attention, Nailon suggests, has been paid to the 
redefinition of the role of staff in providing service or 
psychological comfort in these different situations.
Nailon’s assumption that pleasure seeking implies a need, 
for human contact with other customers or staff and that 
this may not he expected, in utilitarian situations needs 
to he examined.
Any redefinition of roles it is suggested needs to take 
into account the needs of the customer for information and 
advice, social contact or privacy and the role of the 
personnel in the system.
It is interesting to note that Bender (84) in a definition 
of customer service makes no reference to human contact 
with personnel:
"The set of activities performed in a company that 
interact with its customers to ensure their, satisfaction 
with the company’s products or services".
This stresses the relationship between the user and the 
company. Christopher et al (85) in a similar way make 
no reference to personnel when they suggest customer 
service in manufacturing forms a matching function between 
supplier and customer in a system organised to provide a 
continuing link between the time the order is placed and 
the goods are received with the objective of satisfying 
customer needs on a long term basis.
The need for contact with personnel will depend upon the 
percentage of time the customer is within the system 
relative to the total time it takes to provide and consume 
the service. It will also depend upon the customers need 
for information and advice and preferences on how this 
should be made available. On whether the service needs 
to be provided by a person. Further, how much social 
contact isftrequired with the personnel and. other customers 
to provide a sense of reassurance and security^ , and 
generating a feeling of social well-being.
It is possible that alternatives to contact with personnel 
could provice satisfaction for some of the situations
given above, but that in other situations this would not 
be the case. It seems clear that the nature of customer 
contact expected needs to be determined for each group of 
individuals seeking an experience from an enterprise and 
the nature of this will depend on their needs, values and 
the way the service is consumed.
It appears that there are two characteristics of service 
associated with personal service which lead to confusion. 
First, it is a dimension of inseparability when the 
consumer expects the service to be .borne by a person.
The second is a characteristic of human contact which in 
some cases will need to be provided by the personnel, but 
in some cases by other consumers.
Where human contact is expected and provided by the 
personnel it is important to recognise that the attitude 
will be influenced by how much control the personnel have 
of how they provide the service.
2.4.7 Heterogeneity
Stanton (86) suggests that whereas products are uniform, 
services are iie ter o gene ous. In contrast Wyckham et al
(87) suggests that:
^  "Even from the production side all services are not
heterogeneous. Airlines and franchised restaurants are 
two examples of attempts to deliver uniformity of service".
^Wyckham et al (88) in questionning that this
characteristic distinguishes manufacturing from services 
states that:
it-"Distinguishing services from products in this way ignores- 
what is known ahout consumer perception. A product is 
not perceived in the same way by all consumers'. Hence, 
even though a manufacturer may produce uniform products 
this uniformity does not necessarily relate in common 
perceptions".
This suggests there is a wide difference of perception of 
use by consumers of products and services.
Christopher et al (89) in applying the concept of 
customer service suggest:
"a central concept of customer service is that customers, 
create a variety in the form of demands on suppliers and 
that management responds to meet this variety".
This relates closely to Jeffries (90) idea that there is 
a school of thought that associates service with 
flexibility - the ability of servants to be resourceful 
enough to cope with any conceivable contingency and equate 
mass production and uniformity with poor quality.service. 
Whereas, others he suggests associate good service with 
uniformity - characteristics such as punctuality (air 
service), promptness (early morning call), and 
cleanliness (train compartment).
All of this implies that a characteristic by which both 
products and services can be distinguished may be on the 
degree of difference in consumers' perception of the use 
of a particular product or service. Further that the 
combination of characteristics of an offering may include 
some, where because of the common needs of many users, be 
uniform and others which are expected to meet the possibly 
unique requirements of individuals. This suggests that 
services may be influenced by what at first sight appear 
to be the conflicting characteristics of heterogeneity and 
uniformity. It appears that with some services the 
emphasis will be-on uniformity, with some the emphasis 
will be on variety and with some service falling between 
the two o A way of responding to this may be by providing 
sufficient choice of uniform services. Another would be. 
to have some basic uniform services and to. offer 
additionally the facility to provide a variety of extras.
2.5 COMPLEXITY OE SERVICE
2.5,1 Interrelation of service characteristics
The characteristics of service identified appear to he 
interrelated, Nailon (91) identifies and links some of 
the characteristics when he suggests service has the 
following three dimensions:
human contact
Gronroos (92) appears to identify the same characteristics 
when identifying personal communication and accessibility, 
and suggests that they may be viewed:
"as parts of the ’product* of service industries. . They 
fulfil the function as bearers of the service which 
bring out the intangible service to the markers as a 
concrete service offering, ie, as a product. Moreover, 
the auxiliary services offered are from the consumers’ 
point-of-view also part-of the service offering".
He describes the bearers of the service and the auxiliary 
services as intra-corporate elements of the service.
Figure 2,2 shows how the bearers and the auxiliary service 
are linked together- and to the core of the offering*
Figure 2.2 Intra-corporate elements of service
Accessibility
The idea of the service 
(core of the offering)
Personal 
c ommuni cat i on
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In Groonroos's figure the continuous line connects the 
idea of the service, the accessibility, the personal 
market communication, and the auxiliary services which 
Gronroos suggests, indicates that these elements of 
service can he directly controlled and managed 'by the 
marketer.
The consumer himself can he considered part of the service 
he buys and consumes, Gronroos (93) suggests and states:
"His expectations and acting certainly influence the 
behavious of the human representatives of the service * 
firm. Thus? the quality of the service varies according 
to the behaviour of the consumer. The attitude of the 
consumers towards the service and towards the organisation 
producing and marketing the service must from the very 
beginning be kept favourable, and if the consumer happens 
to become disappointed, immediate action is called for".
Gronroos (94) proposes that consumers of a service can be 
considered extra-corporate elements of the service.- .In 
Figure 2.3 these elements have been added to the intra- * 
corporate dimensions of services.
Figure 2.3
Consumers
Personal market 
c oimunicat ion
An extensive view of service
The idea of the service 
(core of the offering)
In this figure the dotted line connecting the consumers 
with the two bearers of the service shows that the 
consumers may influence both of them, but that the 
behaviour of the consumers onljr ind-irectly can be 
controlled by the marketer. But the line also stresses 
the point that the behaviour of the consumer is still, in 
some way, manageable.
Attoff (95) illustrates an application of Gronroos’s 
ideas and classifies the elements that surround the core, 
which further indicates how the characteristics are inter­
related (Figure 2.4)*
Figure 2.4 Pore and elements of airline
The image of the company' (T)
Seat reservation (T)
Paying system (T)
The scedule (T)
Connection 
service (T)
Hotel hooking (T)
Checking in (T)
Service (S)
The core 
of service 
(j ourney 
from a-B)
1
K - consumer 
T - availability system
S - support service
P - personal market 
communication
General attitude 
of staff (P)
Cleaning (T)
Comfort (T)
Reading 
service (S)
Music and television 
service (S)
Fellow travellers (K)
Shostack (96) links at least two aspects in her molecular 
model intangible dominance and accessibility (distribution). 
Shostack’s model provides the basis for a model which can 
interrelate all the characteristics which appear to be of 
significance. This approach as Shostack indicates also 
provides an opportunity to describe an intangible dominant 
offering in experiential terms. An approach which a 
number of others through their statements consider 
appropriate for describing services:
’’totality of benefits that the person receives or 
experiences’’ (97).
’’Since this service exists only during the time in which 
it is rendered, the entity’s true ’reality’ must he 
defined experientially, not in engineering-terms” (98).
"More attention should be given to the quality of the 
experience” (99).
53
"if the experience does not enhance the self concept" 
(100)*
"Iii creating a unique meal experience" (101),
2,5.2 Definition of the experience
To define a service experience it is essential to focus 
on the needs of the customer and the contact between the 
user and the provider of the service.
Sasser et al (102) draw attention to this when they 
suggest:
"One of the first steps in understanding the service, 
product of an organisation is to be able to define all the 
elements of the purchase bundle perceived by both the 
buyer and seller, .... and the relative importance of each 
component to the consumer".
He also suggests that there is a need to define a service 
in terms of a total service concept because of the role 
the process plays in creating the experience:
"A primary reason for defining the service product in 
terms of a total-service concept is the role the process 
plays in creating the product. In purchasing a service, 
the consumer interacts with the workforce, equipment, and 
physical environment that create the service .... the 
service delivery system must be designed with the 
presence of the consumer in mind."
Although the provider and user are in close proximity 
Sabath (103) implies there are differences of view of 
services provided when he states:
"many firms set an in-house or industry standard service 
level without ever asking their customers -what level of 
service they want, or even how they define service".
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He goes on to suggest that:
"many ’service levels' are set arbitrarily, and often too 
high -.generally, far.high.er than any customer would set 
them".
Christopher et al (104) appear to support this view and 
suggest the management of customer service is often 
focussed on a limited set of dimensions which are presumed 
to fit the needs of customers and that these appear to be 
determined by historical accident rather than deliberate 
management decision.
Sabolo (105) focuses on the user when he suggests that it 
is better to distinguish the consumption of service by 
type of.consumer rather than by type of demand. He 
suggests, there are final consumers who 'destroy* a 
service, and the intermediate consumers who use the- 
service in the production of a good or service. -He 
further suggests that the demand of services by the final 
consumer can be divided into new services (eg education, 
health and tourism) and old services (domestic services).
Christopher et al (106) supports Sabolo in advocating 
that customers should be divided into different groups as 
separate market segments when determining customer 
service needs.
Holmes (107) when distinguishing between service 
professions also appears to be focussing on the consumer. 
He distinguishes between the personal service professions 
(health, welfare and education) and the impersonal service 
professions (law, architecture and accounting). The 
primary responsibility for the first group is to bring 
about changes in the body or' personality which the other 
professions are not responsible for. The first group 
are in Sabolo1s terms concerned with final consumers, the 
second group with intermediate consumers.
Sasser et al (108) in a different form of classification 
of professional service organisations and consumer 
service organisations implies that final consumers could 
he divided on a similar basis.
Consumers using the hospitality industry made up of 
consumer service organisations are final consumers and the 
approach suggested hy Sabolo, and Holmes that one should 
focus on the types of consumer seem to be sound. This 
suggests that the needs of users described in 
experiential terms should be classified for each 
significant market segment.
2.5.3 ’A wider perspective’
Some definitions of service suggest that its meaning is 
much wider than already suggested. Sabath (109), for 
example, suggests:
’’customers don’t define service level as the speed of 
shipment hut instead its reliability, its quality, its 
price, its availability, its advertising, its product 
line or its image”.
Sabath (110) in conducting a service review within a 
company identified that a particular group of buyers saw 
service in that situation as a combination of price and 
availability.
Barney’s (111) statement, similarly suggests he takes a 
"broader view:
’’Customer service should not be regarded as just availability but as a package of features desired by the 
customer the most important of which is product 
availability. Some other elements of the package would 
be the accuracy of delivery promises, timely order 
acknowledgements, rapid quotations, quality of product, 
packaging etc”.
Cunningham and Roberts (112) discuss ’before’ and ’after* 
sales service as parts of a process and suggest that 
service factors should be categorised as convenience or
reliability factors. These definitions overlap, as will *
be shown in Chapter 3, with the majority of peoples’
perception of quality, and for this reason this perspective
is not taken into account in the final conclusions and 
definitions of this chapter.
2.6 CONCLUSIONS ON THE NATURE OE SERVICE
From the examination of the seven characteristics 
described in the chapter, six characteristics have 
evolved which need consideration when determining ,and 
describing the nature of a particular service.' These are:
intangible dominance;
inseparability (customer contact with service system);
accessibility;
social contact;
uniformity;
flexibility.
From a study of these characteristics the following 
conclusions have been drawn on the nature of service.
First that service is perceived by different people in 
different ways and that common perceptions are:
that the core of a service is intangible;
•that the surrounding elements will be both tangible 
and intangible;
that it needs to be readiljr accessible;
that the user interacts with the provider or peer 
uisers through all stages of the consumption of 
service to seek satisfaction;
that all or part of an offering will be uniform on 
each occasion offered.
Further that the following perceptions vary for a number 
of reasons:
that an offering may meet the variety of needs of 
different users;
that an offering may include social contact; 
that an offering may be provided by personnel.
It appears that a satisfactory way of describing these 
characteristics in a co-ordinated way is to do this 
experientially, along the lines developed by Shostack or 
Gronroos. Further that in view of the way the service 
levels appear to evolve that these should be based on the 
expectations of the user. Further that the users should 
first be classified into significant market segments 
before determining their expectations.
These conclusions apply to offerings which are intangible 
dominant, whether they apply to tangible dominant 
offerings is outside the scope of this research. There 
is a need, however, to distinguish between service as the 
core of an intangible offering and service as a surround­
ing element of a tangible or intangible core. In this 
research the words service and customer service are used 
to make this distinction and the following definitions 
used:
Service
A service is something with an intangible core that is 
viewed as capable of satisfying a want.
Customer service
This definition was developed from Bender's (1 1 3)  
definition incorporating many ideas' of Christopher et al 
( 1 1 4 ) c
The set of activities, tangible and intangible, offered 
by a company as part of its objectives which interact with 
its customers seeking satisfaction at all stages in the 
consumption of an offering.
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CHAPTER 3 NATURE OP QUALITY
3.1 INTRODUCTION
The previous chapter examined the nature of service; this 
chapter examines the nature of quality and the next 
chapter brings the two subjects together and examines a 
concept of the quality of service.
One of the striking features in studying much of the 
literature concerning quality is the assumption that its 
meaning is well understood and that .although there is a 
need to define such phrases as quality control and quality 
assurance there is less need to define quality. It will
be shown different people have different ideas about
/quality and this this leads-to difficulties in maintaining 
quality. This chapter examines the nature of quality and 
concludes with a definition, which has been used whilst 
conducting the research.
3.2 NEED FOR DEFINITION
The following quotations illustrate that there is no 
common understanding of quality and underlines the need 
for definition.
"The term 'quality1 suffers from many different 
definitions and interpretations" (1).
"But what is quality? It is one of those concepts which possibly because we think we grasp it intuitively, we
have bothered very little to define exactly" (2)„
"The word quality has in many cases been devalued into 
insignificance by its unrestricted use in our daily life,, 
Furthermore, there are so many possible definitions-of the 
concept of quality. It is not only used for^le,scribing 
isolated aspects of quality (outward appearance, 
performance or reliability) but also for conveying abstract 
ideas such as organisation or attitude to work" (3)=
"The first erroneous assemption is that quality means 
goodness, or luxury, or shininess, or weight” (4).
"Quality of life is a cliche because each listener 
assumes that the speaker means exactly what, he or she, 
the listener, means by each phrase* It is a situation in 
which- individuals talk dreamily about something without 
ever bothering to define it” (5).
"The term quality of care is being increasingly used often 
by doctors and their potential patients. The meaning 
given to it is not always the same .... and when it is 
accompanied with proposals for assessment sometimes evokes 
emotional responses” (6).
"The average consumer associates quality with personal 
preference, as.something that is liked, disliked, 
excellent, superior, great or good. These descriptions 
are both subjective and abstract, and do not produce 
concrete evidence abo ut the degree of quality from the 
standpoint of actual grade .....
The analyst of technologist usually refers to quality as 
an index or measurement obtained by grading or classifying 
'in accordance with explicit, predetermined specifications
Management equates quality with certain economic factors, 
such as the cost of the product profits generated and 
consumer acceptance within the intended selling price 
range” (7).
"Quality ..... you know what it is, yet you don’t know 
what it is. But that’s self contradictory. But some 
things are better than others, that is, they have more 
quality. But when you try to say what the quality is, 
apart from things that have it, it all goes poof I 
There’s nothing to talk about. But if you can’t say what 
Quality is, how do you know what it is or how do you know 
it exists at all. If no one knows whar it is. then for 
all practical purposes it really doesn’t exisr at all.
But for all practical purposes it really does exist.
What else are the grades based on? Why else would people 
pay fortunes for some things are better than others
hut what’s the betterness? .... So round and round you
go, spinning mental wheels and nowhere finding any place 
to get traction. . What'the hell is Quality? What is it?” (8)
The implications of these statements is that without 
definition there is a danger that the adoption of systems 
or techniques designed to Improve or maintain quality will
lead to a disappointment because different assumptions are 
being made of what is being improved or maintained.
Adam et al (9) suggest that the solution to the dilemma of 
definition is to recognise that the term is ambiguous and 
complex, and to make sure a common understanding exists 
when using it. The working definition used during the 
research is given at the end of the chapter.
3„3 DIMENSIONS OE QUALITY
A number of definitions found in the literature siirvey 
have helped to identify a number of different dimensions 
of the concept of quality. Each of the following sections 
is concerned with a dimension and examines the definitions 
of quality from which the dimension was derived.
f
3.3.1 Fitness for use
Belbin (10) defines quality as 'fitness for purpose'.
The brevity of this definition is both a strength and a 
weakness. It underlines that 'use' is a key component of 
the concept of quality, one which is generally overlooked. 
Its brevity, however, implies that qiiality is a simple 
concept and that other* factors are not important. Many 
products may be fit for their use but still be considered 
poor quality. On the other hand if something is not fit 
for use it cannot ever be of quality.
Van Zweiten (11) defines quality in a similar way 'fitness 
for use to such extent as the user expects'. This 
definition whilst reinforcing 'use' also relates quality 
to the viewpoint of the user and their expectations.
This not only stresses that the needs of the user cannot 
be overlooked, it also introduces the idea that quality 
can be looked, at from different points of view.
Crosby (12) suggests 'conformance to requirements'. This 
definition also implies fitness for use. It also
introduces the idea of consistency and stresses the idea 
that there may be other requirements than fitness for use.
The definition of Quality given in the Sale of Goods Act 
(13) which states that goods must be of ’merchantable 
quality’, that is they must be reasonably fit for their 
normal purpose. It further states, that goods should be 
fit for a particular purpose specifically agreed between 
the purchaser and the retailer. This legal definition 
also underlines the importance of the dimension of 
’fitness for use’.
In the initial stages of the' research this dimension was 
assumed rather than explicitly stated in the working 
definition. As the research progressed it was decided 
to make this explicit and it was important to include in 
any definition of quality reference to the appropriateness 
of a prodiict or service for a particular purpose.
3*3*2 Reliability
Reliability in the United Kingdom is normally treated as 
a separate concept to quality; in the United States it 
is considered a dimension of quality. An examination of 
the definitions of reliability suggest that, particularly 
for a service industry, it is more appropriate to consider 
reliability as a dimension of quality. The following 
definitions are typical of definitions of reliability 
found during the literature survey.
’That may be relied upon, of sound and consistent character or quality" (14)o
"The probability that a product, device or equipment will 
give failure-free performance of' its intended functions 
for the req+iired duration of time" (15).
Both these definitions relate closely to the dimension of 
quality - fitness for use, and imply that the dimension of
reliability is concerned with consistency of this fitness 
for use over a period of time required.
Cunningham and Roberts (16) have identified what they 
describe as factors of reliability; these they suggest 
reduce the' uncertainty of the purchase decision and 
provide for a greater usefulness and reliability of the 
product once purchased. These include: replacement
guarantee; adherence to promised delivery dates; and 
repair or maintenance service.
These factors are means of achieving consistency of 
fitness for use over the period of time required. Their 
comment to reducing uncertainty also introduces the idea- 
that reliability may also imply reassurance. Campbell 
Smith (17) also stiggests that there is a need for some 
form of guarantee for the consumer who normally has little 
idea and no guarantee of what to expect in a restaurant 
until he has completed his first meal.
An element discussed by Castillo (18) concerns time and 
the reliability of punctual departures and -arrivals for 
airline passengers. This introduces the dimension of the 
reliability of the availability of the service. Campbell 
Smith (19) suggests that in fast food operations a 
guarantee extends to the speed of service and reinforces 
this when suggesting that those using a service need a 
guarantee that the service will he given within the 
expected time.
Ryan stresses the need for reassurance also extends to 
knowing the price of a service, for example the price for 
a complete evening in advance (20), Potter (21) stresses 
the need for mechanisms to enable"consumers to obtain 
redress when services are sub-standard. The existence 
of such a mechanism can be perceived of as'evidence of 
reliability.
The elements of reliability that appear to be important
each time a user consumes a product or service are:
consistency in the availability of products or 
services;
consistency in terms of fitness for use over the period of time the product or service is required 
• and within the'time the user,expects to use the • 
product or service;
consistency in characteristics significant to users;
evidence to reduce a feeling of uncertainty concerning 
the performance of product or service, including a 
mechanism for redress.
A definition of quality needs to provide for this 
dimension of consistency and removing uncertainty. This 
can be achieved by making clear that a product or service 
should give satisfaction each time it is used and that the 
predictors and characteristics concerning consistency and 
removing uncertainty can be included.
3.3.3 Aesthetics and design
Adam et al (22) distinguishes between functional and 
aesthetic attributes of quality, drawing attention to a 
further dimension of quality. Boswell (23) draws 
attention to the characteristics of aesthetics and design 
when he suggests that architectiire is the art of providing 
what is practical as well as an aesthetic answer to the 
question of how to enclose space for human occupancy.
Bullock (24) in a definition of aesthetics suggests it is 
concerned with the perception of things, other than.for 
their practical use, the immediate qualities of the 
contemplative experience itself. Some (25) see 
aesthetics limited to objects which exist in our lives for 
no other purpose than to be seen, a stimulus to the 
imaginative life of the observer (26) „ Others (27) 
suggest it can be concerned with ’the margin of freedom 
from utility’.
G-reene (28) suggests:
"A work of art will be judged to have profundity or 
greatness in proportion as it seems to the observer (his 
philosophy of life being what it is) to mediate a 
profound experience by expressing, via artistic form, 
some profound interpretation of its subject matter".
This suggests that the dimension of aesthetics in the 
context of quality is related to the observer’s view of 
life. This is reinforced by the following statement:
"Beauty is no quality, in things themselves. It exists 
merely in the mind which contemplates them; and each 
mind perceives a different beauty" (29).
Gropius (30) in the Bauhaus experiment in design education 
developed ah approach to product design that was creative 
and systematic. It evolved from an attempt to resolve 
the conflict between ’spontaneity’ and ’standardisation’.
A conflict very similar to the one of ’flexibility’ and 
’uniformity’ dilemma considered when exploring the nature 
of service in Chapter 2.
The Bauhaus'experiment was a complex yet fundamental 
approach that recognised that products have technical 
(functional), social and aesthetic requirements. Three 
aspects which are close three of the dimensions of 
quality identified in this research. Gombirch (31) 
also focuses on the social requirement when he suggests 
art is a symbol of social distinction.
One of the fundamental dilemmas in aesthetics is what 
determines what is good. Sto.lnitz (32) stiggest it may 
just be an expression of personal preference. Tolstoy 
(33) believed that good art .pleased everyone. Shaw (34) 
in contrast argues that the tastes of the mass of the 
people is corrupted and that any picture which pleases 
more than 10% of the population should be burned.
Hume (35) suggests:
"The man of good taste appreciates beautiful works of art 
and those works of art are beautiful that are appreciated 
by men of good taste". ' " ,
Stolnitz (36) argues that Hume is guilty of circularity in 
this statement and suggests 'style1 is a cultural as well 
as personal phenomenon*
Reilley (37.) when discussing design suggests that this is 
an amalgam of many factors mixed in varying proportions 
according to need. Good design is not constant, he argues 
but a variable, tailored to suit a given purpose, market 
or social requirement and a point of time.
It is difficult to draw conclusions in aesthetics but it 
seems reasonable to assume that a product or service 
normally has an aesthetic dimension, and that in this 
context, each individual has a unique combination of 
characteristics which are being sought. These 
characteristics are socially determined and change over 
time. Any definition of quality needs to provide for 
these unique but socially determined characteristics.
3 .3 . 4  'Social symbol'
Reference has already been made in the previous section to 
culture. Thomas (38) in the following statement, when 
discussing the process of recognition of quality, points 
to an important but neglected dimension by those directly 
concerned with quality:
"The more usually recognised senses receive signals which 
are determined by various physical states.in the outside 
world. The meaning attributed to these signals will be 
partly determined by the observer's needs, purposes and 
expectations? and partly by the structure in the outside world that give rise to the signals. The meaning which 
a man attributes to the signals which he receives from 
outside enables him to act in accordance with his 
intentions"*
A limited survey of literature in the field of 
anthropology and marketing helped to shed light on this 
dimension. For example, Douglas (39) in suggesting why 
people need goods adopts an approach emphasising a double 
role for goods in providing subsistence (fitness for use) 
and in drawing lines of social relationships.
Lancaster (40) argues that individuals are more interested 
in the characteristics of goods than in the goods them­
selves. When they choose, they are showing their direct 
preference for particular collections of characteristic's 
and the preference for the actual goods that carry them
is derived and indirect. His approach attempts to
/*
separate those properties of demand which are universal 
and depend on agreed characteristics that supply universal 
wants, and those which depend upon the idiosyncratic 
preference of individuals.
Douglas (41) suggests that the approach is unduly 
ciimhersome by the inability to conceive systematically the 
consumer as a social being and consequently when Lancaster 
thinks of universal needs is driven back to universal 
physical needs. She suggests that we can never explain 
demand by looking only at the physical properties of 
goods (42).
".... as the enjoyment of physical consumption is only a 
part of the service yielded by goods; the other part is 
the enjoyment of sharing names ....
Douglas (43) in fact considers that man needs goods for 
communicating with others and for making sense of what is 
going on around him. Markham (44) appears to support 
this view in remarking that increasingly we must take not 
only the rational appeals, such as performance and 
reliability into account but also the less commonly 
understood emotional appeals of ambition, sex, price, 
fear and insecurity.
Markham (45) in stating goods serve as a social symbol 
underlines Douglas’s view (46) that goods are needed for 
making visible and‘stable categories of culture'.
In discussing choice of goods, Douglas (47) suggests 
this is based on certain patterns of discrimination, 
arranged in visitas and hierarchies in the human mind.
She (48) goes on to suggest that the individual within the 
available time and space, uses consumption to say some­
thing about himself, his family, his locality. This is 
supported by Goffman (49) who suggests:
"The life style of an individual, including the 
consumption of goods, is the presentation of ’self’",
Hewitt (50) suggests the self concept is developed by the 
individual"in the course of his socialisation./'
Douglas (51) suggests goods are used for marking in the 
sense of classifying categories and (52) they are endowed 
with valLie by agreement of fellow consumers. Consumers 
come together to grade events, upholding old judgements 
or reversing them. Each person is a source of judgements 
and a subject of judgements; each individual is in the 
classification scheme whose discrimination he is helping 
to establish.
The kind of worth, she suggests (53) is constructed from 
commodities that are chosen from their fitness to make the 
events in an appropriately graded scale. Goods perish or 
are consumed, but this is a small part of .the total 
consumption process. Each item is perceived as an 
instalment, a part of a flow of making tape that goes into 
the construction of a classification system.
Douglas (54) suggests that goods are goods in virtue of 
being specialised for certain activities; generally a 
culturally agreed scale ranks goods for any purpose; and 
the only freedom from the cultural constraint which an
individual enjoys when choosing consumption goods is the 
scope for varying the quality within the range of his 
income,
An illustration of this culturally agreed scale is given 
by Thomas (55). He indicates that first class service- 
customers are apparently buying status, not personal 
service and is therefore often based on value rather than 
cost. This links with the assumptions challenged in 
Chapter 2.that service is related to a high degree of 
personal contact.
This dual role of the consumption of goods in providing 
subsistence and in drawing lines of social relationships 
and indicating the margin where there is scope for 
varying the quality illustrates the. need to understand 
the significance of consumption of particular goods and 
services when concerned with qualitative aspects. It 
also indicates the need for any definition of * quality to 
provide for reflecting social relationships as well as 
fitness for use.
3 .4  COMPLEXITY OF QUALITY
The dimensions■of fitness for use, reliability, 
aesthetics and design, and 'social symbol', suggest that 
the concept of quality is more complex then is generally 
assimned. A number of definitions of quality illustrate 
this complexity.
"Today quality is defined as the combination of characteristics of a product or service which determines 
its aptitude for use according to its piirpose" (5 6)»
. that combination of product attributes - real or 
imagined - which are held to be the most important in the 
opinion of the consumer in arriving at a subjective 
assessment of product worth" (5 7).
As well as restating some of the elements given in other 
definitions, these definitions underline that quality can 
he made up of many characteristics. A failure to 
identify or maintain any one critical characteristic to 
the user can effect the ’perceived quality’ of a product 
or service as a whole. . .
Sasser et.al (58) in discussing quality of service further 
emphasises the complexity:
"The service level is the consumer’s perception of the 
quality of the service. It is a complex bundle of 
explicit and implicit attributes that attempts to satisfy 
the needs of a consumer (typical of a market segment). 
These attributes include the substantive service and a. 
variety of peripheral services."
Mason (59) in another statement gives further insight into
/the complexity of quality.
"Consumer and manufacturer may have particular and quite 
separate definitions of ’product quality’• Quality for 
both is a generic term - an amalgam of product attributes 
to which some value is attached. Differences may arise- 
because each has a-different ’set1 of product attributes 
which they believe, taken together reflect product 
quality. Should the attribute ’sets’ match exactly, 
differences in quality assessment may still ocuur due to 
variations in the relative weight each attaches to the 
various independent product attributes. Particularly 
product features may appear more important in the 
consumer’s eyes' than in the manufacturer’s and vice versa"-.
This emphasises that quality, as well as service already 
discussed, is perceived in different ways. Even with 
this complexity in manufacturing, quality is assumed to be 
concerned with the attributes of output. However, in a 
number of fields particularly those concerned with 
service, quality is often judged on inputs. Indeed it 
has been argued that it is not possible in many situations 
to make judgements on output.
The difficulties of establishing outputs for public 
services are to-ached upon by Anderson (60), who quiestions
the validity of establishing outputs such as the number of 
books borrowed or examinations passed. She then goes on. 
to suggest that outputs may not be an appropriate measure. 
It is possible that the actual outputs set were 
inappropriate.
In the health.service, quality of care is often judged on 
structure or process. For example, comparisons are made 
in plant, equipment or expertise and the acceptance of 
professional standards and procedures„ More recently the 
idea of making judgements on the outcome of medical care 
are revealed.by the indices of effect of therapies has 
evolved. More recently the concept of social 
responsibility has also been developed. This not only 
involves the level of.quality and standards accepted by 
the community (eg length.of waiting lists, provision for 
the chronic sick) but also.the activity of caring for the 
patient. The assessment of the effect of therapies and 
care are much more difficult than the measurement of 
structure and process but they are outputs rather than 
inputs (61).
Perrow (62) widens the argument- when he suggests a 
perspective where ill people should be regarded as a 
basic material to be altered by the work of the hospital 
organisation. A systems approach which uses energy 
(given up by humans and human devices) in a patterned, 
directed effort to alter the condition of basic materials 
in a predetermined manner. This perspective embraces 
both input and output.
Adam et al (63) with a similar perspective have developed 
a model where a demand for service is perceived as raw 
throughput and service items output as converted 
throughput following a conversion process. Christopher 
et al (64) also see service as a processing system but 
further as a communication network as the process is an 
interorganisational system linking supplier and customer 
together0 This links closely with the dimension of 
information.
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The dimension of reliability already referred to acted as 
a pointer to seeing quality as a process and it was 
concerned with maintaining fitness for use over periods 
of time*
■Clues were also available in the field, of aesthetics as 
Stolnitz.(65) suggests aesthetics is not an end-product 
but a.process of inquiry. Pry (66) in discussing what 
one actually sees also indicated that one is never really 
a spectator of events but an actor engaged in the drama.
Shaw (67) suggests quality must be judged by the 
customers perception and measured in terms of level of 
customer satisfaction. He (68) also stresses that 
people and organisations want to deal with suppliers of 
services who deliver frustration free satisfaction.
Sasser et al (69) give further insight into these 
perceptions as applied to service in the following 
statement:
"The problem is matching management and consumer 
perceptions of what the service concept and service level 
are and should be. This problem can be approached from 
two directions. The first is to understand what 
consumer perceptions and expectations are by constantly 
seeking feedback from the consumer. The second is to 
shape..consumer perceptions and expectations; to those 
which the service concept is - expected to appeal. This is 
often done through advertising. The advertising 
campaigns, ’Have it your way’ and ’We do it all for you’, 
of two competing fast-food chains were attempts to soften 
the consumer’s image that the chains’- products were 
standardised and bland by promoting an image of a more 
individualised service level."
.Daltas (70) stresses that the quality of service the 
consumers receive is likely to be the key determinant of 
their willingness to use.the service again, rather than 
the advertising promises.
Travis (71) in discussing the ’tourist experience’ also 
underlines the importance of matching the experience with 
expectations:
"Marketed images-of places, of history, of culture, of 1
climate, of mood, of associations, of social 
opportunities, raise expectations because a major annual 
holiday is an expected climatic experience - in terms;of I 
hoped-for quality of time, of place and of experience. ! 
When the reality of the holiday experience proves to be \ 
one of an_oj?er crowded, ill-managed, non-interpreted and \ 
noisy place, the letdown is especially great". • The lack '! 
of integrity of the marketed ’tourist product’ can 
rehound on the seller of that service - short term ’rip- j 
offs’ act against soundly based long-term tourist f
industry interests". J
From this it appears that any definition of quality 
particularly applied in the context of service is to 
allow for the concept that one dimension of quality is 
that of a- process aimed at matching the experience with 
expectations in order to lead to satisfaction.
Jefferson (72) when considering satisfaction in tourism 
draws attention to. the way in which a ripple effect can 
he created by one dissatisfied customer. Not only can a 
bad experience affect the visitor’s view of the whole 
trip, but it can be relayed to friends and relatives.
Attoff (73) also discusses the effect of a part of an 
experience on satisfaction with the whole experience in 
the following extract:
"When a service company is facing some kind of economic 
pressure it very easily gets into a vicious- circle of the 
kind described below. The company starts reducing 
service a little. On a flight this could be done by 
accepting longer checking in lines or cutting down on 
food. This may lead to more or less marginal cost 
savings but the consumer’s feeling of what kind of 
quality he receives (because of those minor service 
reductions) may undergo a dramatic change. The total 
quality received can very rapidly deteriorate. The 
effect is that the customer becomes unhappy or perhaps 
sour, which leads to a worse social climate in the 
aeroplane'and at the checking in. This in turn leads•to 
less" enthusiasm and motivation among the service staff, 
and so it reinforces the negative perception by the 
client and reduces his own ’production contribution’ to 
quality, It is easy to see how a vicious circle thrciigh 
various reinforcement affects efforts in a downward 
spiral•
Another airline may, from the same point of view, draw 
quite different conclusions and instead - perhaps at a 
very low cost - increase quality on its availability 
system as•a whole. This leads to surprised and satisfied 
customers, a positive social climate and a good spirit as 
well as reinforced positive quality perception and so on. 
The staff gets a feeling of having achieved something and 
of being appreciated. .
One way of solving the problem could be this: to go for
real qualify both on the core service and the. availability 
system .....
A possible explanation as to why vicious circles so 
easily come about is that the psychological perception of 
the service level (which is lower than expected) by a 
customer often is very strong. A certain quality often 
•is taken for granted, and every deviation is noted and of 
great importance ....
But;the perception can also spontaneously be equally 
strong in the/other direction when the client receives a 
little more than he had expected or thinks that he could 
expect 0,!
This extract not only points to. the need to understand 
complexity of the process of the total experience but also 
the relative importance of its components which contribute 
to consumer satisfaction, and the early experiences whilst 
consuming a service can have positive or negative effects 
on later experiences.
It appears that- the following conclusions can be drawn 
from examining the complexity of quality. First, that 
each individual has their own perception of quality of 
each product or service which is made up of a unique 
combination of characteristics and weighting of these 
characteristics concerned with fitness for use, 
reliability, aesthetics and design, and social symbol. 
Second, that these perceptions when applied to a service 
lead to a series of expectations during the -consumption of 
such a service, which can be influenced positively or 
negatively by the experience when consuming the service. 
Third, although expectations are unique because they are 
socially conditioned, there- is likely to be considerable 
commonality between the expectations of consumers in a 
market segment.
From the providers view it appears that the perceptions of 
the consumers’ expectations are often wrong and that to 
have any chance of giving satisfaction, there is a need to 
determine the guests’ expectations. Then to determine 
whether these can he met by the organisation and generate 
an' appropriate return in which case they can be offered.
If not, the organisation can either decide not to provide 
the service or assess whether the consumer would be 
willing to alter their expectations to something which can 
be provided.
The management’s role is then to offer services which will 
meet the- consumers’ expectations by a matching function 
while the service is being consumed and which includes 
some form of mechanism for taking action wherever 
satisfaction is not being achieved. This will lead to 
increasing the amount of repeat business.
3.5 INFORMATION
The Sales of Goods Act (74) focuses attention on 
information by indicating that goods must conform with 
their description. Buick (75) also draws attention to 
the fact that:
"Several aspects of quality are? however, controlled by 
legislation; for example the incorrect, naming of dishes 
or indeed ingredients on the menu can result in litigation 
under the Trade Description Act or civil action for 
misrepresentation."
Campbell Smith (76) also stresses the need for prior 
knowledge of what to expect before purchasing a service 
for the first time. In contrast much of the marketing 
literature gives the impression that the knowledge of 
those with expectations concerning a product or service 
have a wide understanding of the characteristics that 
they require and what is available to meet those require­
ments o
Boring et al (77) suggest this is not the case.
"Conventional demand theory endows the consumer with a 
vast amount of information. The consumer is held 
knowledgeable of the combination of attributes that 
comprise a product or service. Further, he is aware 
of the product «- price alternatives available to him, 
has well defined tastes and can determine his marginal 
rate of substitution for each product from the other 
possible'alternative products involved in a particular 
decision.
The real-world consumer is not so fortunate. Many of 
his purchase decisions are made with a lack of 
information concerning some of the options available to 
him and a considerable amount of uncertainty about the 
attributes of the products or services of which he is 
aware. He does not' have all the information provided his 
theoretical brother, and search costs are frequently such 
as to make it uneconomic for him to obtain it".
Mason (78) suggests principal factors working against the 
consumer's .ability, to judge quality are:
inadequate overall information on companies and 
products;
uncertainty about the criteria that should be used 
to evaluate quality;
uncertainty about the information held on each 
criterion; . . .
uncertainty about the predictive value of each 
criterion.
Mason (79) then goes on to discuss the practice of the 
consumer to compromise by singling out secondary 
indicators or quality predictors as a.guide. Price, 
brand and image are given as examples, and these are now 
examined.
3.5.1 Price
Rogers (80) examining price information in hotels based on 
a survey of industrial practice confirmed that in the 
hotel industry price.is taken by the customer as an 
indicator of quality. It is not clear whether Rogers is 
using the word, quality as a social symbol or that a higher 
price can be an indicator of reliability of competing
services for a particular purpose in a particular market 
segment* Nevertheless, it underlines three issues which 
relate to price, price as a form of evidence of the 
probable reliability of a particular service, price as a 
social symbol and the concept of value for money for the 
bundle of attributes of a particular service.
Sabolo (81) in suggesting that the quality of service is 
taken into account only in terms of price, also points to 
the difficulties of relating price and quality and the 
need to understand the nature of quality which is being 
related to price:
"Thus the fee for consulting a general practitioner is 
lower than the fee for consulting a specialist because the 
consumer attributes to the latter a higher degree of 
productivity. Yet the converse, as has been seen, does 
not hold good: for a given price, the quality' of a
service is far from being.the same among all the 
producers'of that service. In the case of the production 
of goods, differences.'of quality at equal prices are 
generally' quite small. As has been emphasised in this- 
study,' this is-riot the case with production of services, 
the non-quantifiable elements of which play an important 
role".
Christopher et .al (82) helps to clarify the issue of value 
for a service bundle when he suggests:'
"Within an industry, there may be a differentiation among 
many classes of customers with combinations of service 
variables. Frequently equated against price".
Mason .(83) states.that price plays the most important role 
as a quality index when there is a significant lack of 
product or company information available to the consumer, 
ie no previous purchase experience (and hence no real 
knowledge of the product or product type), no recognised 
criteria (other than price) against which to measure 
quality and no satisfactory knowledge of the companies 
offering competing brands in so far as their reputation 
and reliability are concerned.
Gabor and Grainger (84) appear to have developed the 
theory that consumers use price as an arbiter of product 
quality, This finding has been supported by a number of 
studies, although in some of these studies price was the 
only TcueT present. In studies which have involved 
other 'cues' Wheatley and Chiu (85) indicate that in some 
studies price remains dominant but that in others it may 
become insignificant in its impact in quality perception. 
Munroe (86) in a review of 76 studies suggests that the 
findings are mixed and concludes that a positive 
relationship does exist at.least in some ranges of prices 
in some product categories•
Engel et al (87) conclude that a positive price-quality 
relationship is most probably under the following 
conditions:
/when the consumer has confidence in price as a 
predictor of quality;
when there are real and perceived quality variations 
within brands; . . . .
when quality is difficult to judge in other ways, 
especially when there is no quality-connoting 
criteria such as brand name or store location
Mason (88) also suggests the following conditions: ,
the cost consequence of a bad purchase decisiofa are 
great;
the choice of the product make or brand has a socio­
economic significance in the eyes of the buyer 
(reflects achieved socio-economic status or mirror 
such aspirations of buyer).
Mason (89) also suggests when assessing products the 
consumer goes through the following steps:
"Firstly, the consumer assesses the lowest (minimum 
possible quality) and’the highest (maximum possible 
quality) prices for the product. Having fixed these 
limits and evaluated quality associations across the 
product price level, the consumer then fixes further upper 
and lower price limits to determine that part of the total 
band within which he will make his purchase decision.
(The actual point in the price scale of which the purchase 
is made represents the consumer's optimal 'trade off'
between price and quality). The second upper price 
limit - the highest acceptable price - represents the 
maximum that the consumer is prepared to pay, regardless 
of how much better product quality is assumed to be above 
this price. With no real expenditure constraint, it can 
also represent that price about which the consumer feels 
no marginal improvement in product quality is possible and 
will, in this instance be identical to. the highest . 
(maximum possible quality) price ie the buyer is ’quality 
maximising*. At the other end of the scale below which 
the consumer would suggest that his mininruin quality 
requirements could not be. met. Again, under conditions 
of severe expenditure constraints, the buyer will ’price 
minimise’ and the lowest acceptable price will, in fact, 
be the lowest price offered, regardless of quality and 
identical with lowest . (minimum possible quality) price”.
Mason (90) suggests that price quality associations may be 
different both in terms of what in fact constitutes lowest- 
quality and highest-quality prices and the nature of the 
relationship across the entire price scale. Failure to 
recognise the distinction between these different concepts 
of products quality, he suggests, can lead to wrong 
decisions on product pricing, for example, the selection 
of a price at which manufacturers quality rating is lower 
than that expected by the customer.
Shaw (91) reminds us of a related factor that because of 
high inflation our values and expectations are distorted 
proportionately.
Mason (92) also suggests:
’The consumer at any point in time has a given quality 
rating for a product offered at a specific price. 
However? over time the consumer is prepared to reassess 
that price at which he believes given quality should he 
made available. Brand quality assessment will remain 
unaffected if prices introduced .... are believed to be 
’fully justified’ by the consumer. When price changes 
are to some degree suspect, then quality reassessment 
takes place".
Mason’s approach assumes that just as a scale exists from 
minimum to maximum price there is a single scale of 
minimum to maximum possible quality. It is suggested
that such a scale may not exist except in so far as the 
consumer relates price with quality.
Wheatley and Chiu (93) state it should he remembered 
that, research into the connection between price and 
'quality concerns quality perceptions and not buying 
behaviour. The fact that a consumer links price with 
product quality does not mean that his or her purchase 
behaviour will be influenced in the same degree. Higher 
prices, Wheatley and Chiu suggest, have a denotative 
meaning and will have a tendency to repel persons with 
limited resources as well as to attract because of their 
apparent coimotative on quality implications.
Wheatley and Chiu (94) stress that when a large number of 
cues to assess quality are present, say a dozen or more, 
the effects of a single cue such as price might be- either 
enhanced or diminished because of informational overload. 
All of these point- to a‘need for a further understanding 
of the combinations of indicators that may predict 
quality.
Mason (95) suggests that in the final analysis quality 
evaluation will always depend on the emphasis placed by 
the consumer in each of these factors (economic, 
sociological and psychological) and on the interaction 
of their separate influences. Mason (96) also indicates 
that no attempt has been made to investigate the more 
complex relationship between price and quality and the 
demand for a particular product or product group.
It seems likely that price is used as an indicator by all 
or some classes of customers to differentiate between the 
combinations of service elements'both tangible and 
intangible that are available in the service provided in 
the market place. Further to determine the relative 
value of these services. In come cases price could be 
an indicator of the significance of a service as a
'social symbol*. It seems unlikely that price is used, 
as an indicator of reliability. These are assumptions 
and as implied by Mason, there is a need for further 
research into the relationship between price and 
quality, particularly for services.
3.5.2 Brand, and company identity
Brand (97) is defined as a name, term, sign, symbol, or 
design or a combination of them which is interested to 
identify the goods or services of one -seller or group of 
sellers and.to differentiate them from those of 
competitors. Kotler suggests that there are at least 
four purposes for doing this: identification purposes;
patents to protect from imitation; connote a certain 
quality and an opportunity to endear product with unique 
story.
Baker (9-8) argues that. branding is similar , to the . 
mandatory practice of craftsman identifying their work 
under the guild system to protect customers and to ensure 
that shoddy workmanship could be traced back to its 
organisation. Hallmarks, similarly, were an indicator 
of origin but also a guarantee of purity.
Barker and Ebbs (99) suggest that the aim of a brand is to 
provide a competitive lead and barrier to competition; 
this involves'developing and maintaining a set of attri­
butes which are likely to end up dominating the market. 
Johnson (100) suggests that branding, brand development 
and brand acceptance are not prominent in the marketing 
of services and ..suggest the service company's reputation 
is more important.
Much work has been carried out into brand loyalty but 
little reference to the relationship between brand and 
quality. Sheth and Venkatesan (101) suggest that 
'perceived risk' is a necessary condition for the 
development of brand loyalty.
Engel (102) suggests that the research has been over 
simplified and that more investigation is required into 
why.customers are loyal. This may be based on the 
psychological commitment to a brand or that the product 
attribute(s) has led consumers to become loyal.
Markham (103) suggests that brand loyalty has been 
weakened by three main factors:
streams of new products with separate names and 
identities; 
look alike packaging; 
competitive price incentive levels 
and this has' brought about a need for strong identity. 
Markham (104) siiggests that identity is how one 
identifies one self and image is a reflection, of 
personality. Markham (105) also suggests the, company 
rests on whether the personality expressed by the goods 
is acceptable to the market place.
Image is,associated with both product and company identity. 
Eirth (106) suggests that image is concerned primarily 
with forming a mental entity, giving shape in the ’minute’s 
eye’ to a set of qualities perceived in or attributed to 
the object. Joyce (107) defines image as the set of 
associations which the product has acquired for the 
individual. Boswell and Gamble (108) stress that although 
the Image is the most abstract part of the. product it can 
also be the most important. The image is, they suggest, 
the set of feelings and beliefs that an individual 
associates with it, it is built up over a period of time 
on the "basis of real or imaginery experiences and it may 
or not be ’true’ in the objective sense. Shostack (109) 
suggests image is a method of differentiating and 
representing an entity to its market.
Frequent references are made in the literature to a small 
number of companies whose products and services are
associated with quality. Two examples, for each of two 
companies which were the most frequently referred to, are 
given helow:
"A prime practitioner of the marketing concept is 
McDonalds, »•* ' This - organisation is successful because 
it determined through research what the customers, wanted 
in the way of fast-food product and service and adapted 
the organisation to delivering them efficiently" (1 1 0).
"The elaborate care with which an automobile is designed 
and an assembly line is structured and controlled is what 
produces quality at low prices, and with surprising 
reliability considering the*sheer volume of output. The 
same is true of McDonalds • 0• •" (111).
"the retail chain store, Marks and Spencers, began years 
ago to develop techniques for use by their suppliers of 
apparel which established rigorous standards of quality 
control" (1 1 2).
"Berni is the Marks and'Spencers of the catering industry" 
(113).
The consumers confidence* in the product and services of 
these companies mean that the consumer is often prepared 
to pay a premium, and to try new products and services 
with confidence. Some companies have an image which lacks 
consumer confidence and this has an adverse effect on the 
users perception of quality.
It appears that the practice of differentiating services 
by branding is not well developed, and where it exists its 
main purpose is limited to identification of the 
attributes of a.service rather than as an indication of. 
all aspects of quality (ie fitness for use, reliability, 
aesthetics and design, and ’social symbol’). On the 
other hand it appears that a service company’s overall 
reputation can be closely associated with quality.
Price, brand and company identity can all act as predictors 
of quality* This prediction can be giving information con­
cerning -its utility, its reliability, its design or ’social 
symbol’.
It appears that price and. brand can be used to 
differentiate the combinations of service offered, 
company identity can be used as predictors of reliability, 
and price, brand and company identity can be used as a 
social symbol. Where a company is involved in a wide 
range of market segments with conflicting social symbols 
only price and brand will act as an indicator of this 
dimension.
Standards are another indicator of quality and these are 
examined following the section on measurement and assess­
ment. A number of classifications of information on 
standards concerning service appear to confuse 
characteristics.reflecting utility, reliability or 
'social symbol1o
/
3.6 ASSESSMENT AND MEASUREMENT 
3*, 6,1 Introduction
The dictionary definition of.quality, 'relative nature' 
implies discrimination (1-1 4) - Castillo's (115) 
definition of quality draws attention to the same 
dimension. Gombrich (116) suggests we discriminate when 
our action is aroused by some disequilibrium in a 
difference between our expectations and an incoming 
message, for example we cannot take in all we see in a 
room but we notice if something is changed. He suggests 
all culture and all communications depend iipon the inter­
play between expectations and observations.
The mind employs models of how things of varying kinds are 
expected to look a 'mental set' (117); The nature of this
interplay is illustrated by Gombrich (118).
"If somebody arrives at the office we may be set to hear 
them say 'Good Morning' and the fulfilment of our 
expectations Is hardly registered. • If he fails to say 
'Good Morning' we may, on occasions, adjust our mental set 
and watch for symptoms of rudeness or hostility".
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Christopher et al (119) appear to support this when 
discussing assessment and measurement of service:
"In a sense evaluation is asymetric; service which meets 
expectations is taken for granted, service which is had 
forms an.impression".
Thomas’s (120) description of perception gives a useful 
insight into how the mind responds.
"Perception is the active hut often unrecognised 
organisation of the senses: it is the process whereby
meaning is given to the welter of signals arriving at the 
sense organs. It involves selection, since much of the 
information available to the senses goes unnoticed, and it 
also involves addition and systhesis as when a momentary, 
glance at a partly visible familiar object leads to instant 
identification of the whole".
/'
Stolnitz (121) similarly suggests the mind employs models 
of how things of various kinds are expected to look. In 
fact, the hold of the schema on the mind is so great that 
sometimes we ’see’ just what we think we ought to see.
On the other hand Stolnitz suggests nothing can be puzzling 
to us unless we already have some standard of what is 
familiar and predictable.
Adam et al (122) indicate that the discrimination of 
quality characteristics between expectations and observa­
tions can be either measureable or judgemental. Thomas 
(123) distinguishes between assessment and measurement and 
suggests that assessment is when a person relies on his 
memory and the set of internal standards which he has 
developed when discriminating objects or events. 
Measurement, is when an object is placed into juxtaposition 
with a reference standard or scale (for example, an 
instrument or guage) which aids a person when estimating 
the differences (124). One is internal, the other 
external with an aid.
Adam et al (125) points out that' some attributes are easily 
measureable (eg size, temperature) but other subjective
characteristics (eg taste, appeal)-may only he judged by 
a person.
Further that some characteristics, such as colour, are 
measureable, but a judgemental process may be used to 
avoid the high cost of precise measurements.
Thomas (126) suggests assessment and measurement are 
essentially an aid to communication - serving the social 
function of allowing a group of people to communicate 
effectively about certain events and objects.
By.recording these assessments and measurements it is 
possible for this communication to take place after the 
event. He (127) further indicates that communicating 
effectively about objects or events reqiires simplifica­
tion. Important aspects of the object or the- event 
must be adequately, specified; unimp.ortant and irrelevant 
ones can be ignored.
3.6.2 Assessment
When assessment is being used to discriminate quality 
Thomas (128) reminds us that although two people looking 
at the same object may appear to be doing the same thing, 
are actually drawing on their own complex structure of 
experience and training. This difference only becomes 
obvious when they are presented with a difficult 
classifying test.
Other dimensions of quality - utility, reliability, 
design and aesthetics, and social symbol have already 
been examined .and the assessment of these appear to be 
different. Tolstoy (129) suggests that the subtlest 
differences of appearance that have a utility value still 
continue to be appreciated, for example, ordinary eye 
seizing in the minute characteristics that distinguish 
margarine from butter, while large and important visual 
characters, provided they are useless for life, will remain 
unnoticed.
McDonald (130) suggests that judgements of artistic merit 
are immediate responses to certain emotional states 
conveyed hy artists in their work which we know from 
experience and can reproduce imaginations in evaluating 
the work. Hume (131) suggests:
"A man, who has had no opportunity of comparing the 
different kinds of beauty, is totally unqualified to 
pronounce an opinion with regard to any object presented 
to him .....
Nothing tends further to increase and improve this 
talent than practice in a particular art, and the frequent 
survey or contemplation of a particular species of beauty" 
(132).
This concept of quality judgement does not recognise that 
quality is socially determined and encourages providers to 
assess quality according to their own values rather than 
those of the users.
Thomas (133) in a more practical way suggests:
"The internal standards of some experienced"man, or group 
of people, becomes the reference by which.other assessors 
of quality calibrate their own personal standards. The 
use of personal or group standards as a basis for cali­
brating people's assessment of quality raises problems of 
status, certainty, skill, prestige and‘responsibility.
Such systems of calibration can be effective and they 
are often necessary, but much care and attention is needed 
if they are to make a meaningful contribution to the 
control of Quality.
A person assessing the quality of products or materials' 
without the aid of instruments or objective standards is 
faced with at least two kinds of human frailty. He can 
allow his internal standards to become uncalibrated and 
thus inaccurate, but even whilst he is properly calibrated 
he can still miss or wrongly classify articles which he 
would have no trouble in identifying if he were able to 
give them his full attention. Such intermittent errors 
may be attributed to fatigue, boredom or momentary 
inattention",
Thomas (134) suggests that there is a need for those 
responsible for assessment to learn a clear and sensible 
caoegoriation oz faults to withstand the working pressures 
generated by physical factors and social factors (13 5).
Sasser et al (137) in discussing how consumers make 
judgements suggest there are three models. They are:
1) One overpowering attribute;
2) Single attribute with threshold minimums for 
other attributes;
3) Weighted average of attributes. '
This underlines the need to recognise in a particular 
situation which model a consumer is likely to use.
The following illustration by Hume.(138) underlines 
this point.
"Two of my kinsmen were once called to give their■opinion 
of a hogshead, which was supposed to be excellent, being 
old and of good vintage. One of them tastes it, considers 
it; -and after mature reflection pronounces the wine to be 
good, were it not for a small taste of leather^ which he 
perceived in it. " The other, after using the same 
precautions, gives ,also his verdict in favour of the wine, 
but with the reserve of a taste of iron, which he could 
easily distinguish. You cannot imagine how much they were 
being ridiculed for their judgement; But who laughed in 
the end? Oh emptying the hogshead, there was found at 
the bottom an old key with a leather thong".
A concluding comment by McDonald (139) after discussion 
on the value and experience of critics is salutary:
"No critic even the best, is infallible and sometimes we 
may well be advised to trust our own judgement rather than 
that of any expert".
3.6.3 Measurement
Thomas (140) gives a useful description and the types of 
measurement that exist.
"The essence of effective.measuring methods is to place the 
object to be measured into such juxtaposition with a 
reference standard or scale that the perceptual skill of 
the person doing the measuring is concentrated on 
estimating the difference between the object and the 
standard. The transferring of attention from the object 
or event as a whole to the difference is the first step
towards sensitivity. Selecting the standard most like 
the object being measured reduces the difference between 
them and further increases the sensitivity ....
In a simple measuring system the difference is presented 
in direct sensory terms; sounds are compared through the 
ear, differences in texture may be presented to the 
finger tips or to the eye. In simple systems the • 
comparison Is in the original terms but in more elaborate 
instruments the difference between the object and the 
standard may be subjected to a_subsidiary measuring 
device
Thomas (141) suggests that there are two types of measuring 
system.: one the fixed datum type (eg temperature
measurement) and the other the relative or comparactive 
type (eg length of measurement). Thomas (142) In 
discussing.the information available in any particular 
situation suggests there are three kinds of information: 
those characteristics which are irrelevant; 
those, characteristics which are relevant but assumed, 
by the group, tp be of a certain kind unless 
specifically mentioned; and 
those characteristics about which explicit 
communication takes place.
Sabath (143) comments on:
"the tendency for firms to measure what is reassuring and 
easy to measure, rather than what is relevant, potentially 
difficult to measure and disturbing".
The ’iceberg’ nature of specifications, the amount that is 
-assimed but not mentioned becomes apparent only when two or 
more groups who have previously had ’private’ measiiring 
systems attempt to agree on a ’public’ one, common .to all. 
Thomas (144) maintains that the development of a measuring 
system consists of a search for basic standards which in 
the context of existing knowledge can be.most reasonably 
assumed to remain unchanged when moved, and as time passes.
3.6.4 Standards s  m - ---
Adam et al*s (145) definition of quality which focusses 
on assessment and measurement inclzides a reference to 
standards•
"Quality is the degree to which a product or service 
conforms to a set of predetermined standards related to 
the eharacteristics that determine its value - in the 
market place and its performance of the function for which 
it was designed."
Dalziell (146) suggests there are two implications of 
standards:
"that someone, consciously or unconsciously, has an idea 
of what-he expects as a-level-of performance he it in 
quality, quantity, time, cost, method or customer 
approach".
"that he makes judgements, objectively or subjectively,, 
as to whether this level is being reached and being 
maintained"•
Based on these indications Dalziell (147) defines a 
standard as:
"The agreed basis•against which performance is measured. 
A weight, measure, specification laid down - to which 
others must conform" 0
Teare (148) similarly defines a standard as:
"A standard is a defined base against which an article 
condition or performance may be measzired by comparison".
Dalziell (149) suggests there are different -types of 
standards and gives examples of three kinds:
"Job or operating standards - These are concerned with 
what needs to be done how it is done and how well it 
should be done, how it is done and how well it should be 
done at all levels in an organisation;
standards relating to quantifications;
standards for training - standards relating to the way in 
which training is planned and carried out, rather than 
with the results themselves".
Nightingale (150) adopted the following classification 
of standards; consumer; operational; financial; 
personnel, and legal. Operational standards are similar 
to the job or operating standards identified by Dalziell, 
the two other standards identified by Dalziell are 
examples of personnel standards.
In Nightingale’s view it is the ambiguity caused by 
individuals not understanding that there are different 
kinds- of standards that leads to much of the confusion 
concerning the improvement of standards.
Barker and Ebbs (151) define a standard in a rather 
different way:
"A standard-can be defined as embodying the concepts of 
information, legitimacy, consensus and cost" of changeover. 
A standard is a piece of information that describes one 
particular way of doing or making something. '* This way is 
more legitimate than other ways', £v.en though it might not 
be the ’best1 for all circumstances. This legitimacy is 
gained as a result of a consensus among those parties 
involved with the process of standardisation. This 
consensus can be obtained formally as in-the case of- 
prior standardisation by a standards body, or informally 
through the mechanisms of the marketplace."
There are a number of bodies who act as a standards body. 
These include the voluntary registration scheme 
administered by the national and regional tourist boards, 
the motoring organisations, the Consumers’ Association 
and a number of commercial publishing organisations.
These bodies tend to base their classifications on the 
physical facilities that carry the service to the consumers, 
rather than the core of the service, which is on offer to 
the different market segments. Many providing the 
services are keen to gain recognition, as the consumer
appears to interpret.these classifications as an 
indicator of quality. For this reason they do influence 
trends in the provision of facilities.-
Shamir (152) suggests some of the trends towards 
standardisation in the hotel industry are determined by 
the marketplace:
"As guests become more standardised and the technology 
more advanced hotels, hotel rooms, dishes, drinks and 
services become more standardised too. As guests become 
more numerous, as labour becomes more expensive and the 
technology more advanced there is less and less personal 
service in hotels and an increased reliance on self 
service'and automatic service. In other words-, the number 
of*direct* contacts between staff members and customers 
which-were'so difficult to control in the traditional 
hotel, is greatly reduced."
He (153) also draws attention to the trends on the size 
of hotels and hotel companies:
"Not only do hotels grow bigger but they are swallowed up 
by bigger chains and firms (A process that leads to 
further standardisation. The chains remove pressures 
from hotels to stress their uniqueness and apply pressures 
to- conform to certain standards, since this standardisation 
is sold as a guarantee of qualify.)"
Christopher et al (154) when discussing the setting of 
se'rvice levels or standards point out: 1
"There-do not appear to be general rules about service 
levels,.because every market is unique. Practices are 
tied to buying procedures, past history, the level of 
competition and how service is integrated into 
competitive actions".
Sasser (155) suggests that:
"Setting initial service levels is a process that should 
be approached with care. Though service levels can often- 
be altered to some oegree once the service is in operation, 
thejr Often set the tone of the service in the customer’s 
eye s ...."
Sasser et al (156) also argue:
"The service level is a measure of the levels of the. 
explicit, and implicit benefits provided to the consumer 
and is comparable to the quality level of a manufactured 
good in the sense that it specifies performance 
characteristics of the product .
and that
"Expected service levels are met by delivering those 
components of the service that the consumer perceives are 
important. When the perceived service level is combined 
with the price the perceived value is created *...".
Sasser (157) stresses that because of:
"The intangible nature of a service product coupled with 
the multifaceted nature (bundle of goods•and services) of 
the service produce make measurement and, in some cases 
even specification, of service levels difficult'and often 
impossible. However, the basic facilitating good may be 
objectively measured; for example, a hamburger may be 
defined as being made with a 4-ounce pure beef-patty with 
less than 30% fat by weight.' Since' standards of quality 
for facilitating goods"are defineable and quantifiable, 
they are easier to measure and control than intangibles 
in the service concept."
Sasser et al (158) also suggest:
"Conceptualising and setting service levels - and 
understanding implied cost tradeoffs - is an important 
decision area* What’s an adequate service level?
It’s a level of performance that will satisfy customers’ 
needs or expectations of the service. A service manager 
must understand what ’satisfaction’ really means to his 
or her customers and must translate performance into 
discernable service levels, whether or not they are easily 
quantifiable or subjective, for the many phases of the 
service production process. Some examples of areas that 
require service level decisions include: staffing,
customer throughput, anality of facilitating goods snch 
as food or beverages in a 'restaurant a^d length of wait 
for the service facility".
In a BTA report (159) it is suggested:.
"Standards are not necessarily standard - they are 
different for different people. Standards are determined 
by what the market will accept and what the segments of 
the market will accept. Each market segment is made up 
of individuals." ,
Douglas (160) questions the point of a tendency to 
standardise. It seems likely, Douglas-suggests, only to 
arise when close comparisons of value are required, where 
at the fringes of a market system where turnover is slower, 
where knowledge is incomplete, and big profits riskier, 
where discrepancies in standards pass.
The distinction made by Jeffries (161) between uniform 
needs and unique needs has been discussed in Chapter 2, 
Jeffries also points to the limitations of setting pre­
determined standards.
"I suggest that as well as measuring or setting standards 
of quality 'objectively' the enterprise can get the 
customer to-do this on irs behalf. There is a • 
difference between checking that all coffee served at a 
' conference is hot and not being satisfied until it is, 
and asking all delegates whether it is served at the right 
temperature and not being satisfied until they say it is. 
The quality standard is not set in terms of the things 
done but rather in terms of the customer's opinion of it. 
Such an approach must surely have potential where so’'much 
is intangible and difficult to observe - especially human 
interaction".
All of this illustrates the need to clarify the cluster of 
characteristics on which expectations of the customers of 
an experience are based and how the customers discriminate 
a satisfying experience. This customer opinion needs to 
be based on their internalised standards. The degree of 
commonality between the expectations will determine the 
degree of -uniformity and choice that are required. The 
design and nature of the service process will determine 
the degree to which these standards need to become the
1 01
internalised standards of individuals providing the 
service or to be translated into external standards to be 
met by human or technical bearers of the service.
Different techniques are required for calibrating 
personnel with the Internalised standards held by 
customers than those required for specifying externalised 
standards designed to meet the internalised standards of 
the customers• Most approaches will combine internalised 
and externalised standards and will require 
responsibilities for the following to be determined. 
Responsibilities for determining customers expectations, 
and what characteristics are worth judging, what scales 
should be used, by which measure or assessor, who should 
be responsible for the calibration and communication of 
customers expectations and judging the organisation 
required to meet them, x
3.7 CONCLUSIONS ON THE NATURE OE QUALITY
From the examination of the literature on quality and 
related areas the following conclusions have been drawn.
First that each individual has their own unique perception 
of the quality of any service or product, and that this 
perception is made up of a number of characteristics given 
different weighting which can be classified under the 
following four headings: fitness for purpose;
reliability, aesthetics and design, and social symbol.
The first two are concerned with utility and the second 
two with drawing lines of social.relationships• All
appear to be socially determined.
Expectations before - consumption of a product or service 
are based on these perceptions and perceptions can change 
particuarly when consuming a product or service.-
Because consumers are unable to assess products and 
services before they are conszimed, consumers select 
indicators of the expected quality of products and 
services, .In service industries these indicators appear 
to be price, company image and quasi official and' private 
classifications.'
Providers perceptions of quality are often based on 
wrong, assumptions abozrt what the customer believes to be 
important•
The- assessment of quality by consigners is based on 
internalised standards and that the provider needs to 
determine effective ways of determining what these 
standards.are and then the best way of meeting these 
standards• - This may involve building standards into
the service system and calibrating human bearers of the 
service to understand the internalised standards of the 
consumer.
These conclusions have influenced the definition of 
quality used during the research. During the early 
stages of the research the following working definition 
was adopted:
Quality is a dynamic personal construct of values and 
expectations against which an individzial assesses the 
predictors and characteristics of a product or service
This was amended, to include purpose, to the following: 
•Quality of a product or service is a combination of 
predictors and characteristics, on which an individzial 
assesses the appropriateness for a particular purpose, 
against his. or her own set of values.
The combination of characteristics drawn on by the 
individzial can be concerned with one or more of the 
following dimensions: zise; reliability; aesthetics and 
design; and social symbol. The individuals can include
potential users; users; designers; providers and any 
others with knowledge of or interest in a product or . 
service.
Potter (162) in discussing the amended definition as 
applied- to tourism, suggests it has much to recommend it 
in- that it recognises that different people want different 
things from the tourist industry, and underlines the 
role of information which the tourist industry must supply 
if it is to satisfy its customers. Potter siiggests, 
however, that the definition does not recognise explicitly 
that-there are certain standards of quality below which a 
product or a service must not fall if consumer confidence 
is to he maintained. She points out the law states that 
goods.must be of merchantable quality and..argues that the 
tourist industry should recognise that consumers must be 
able to accept minimum standards.
Nightingale (1 63). argues, that, minimum standards like the 
terms ’high standards’, and. .’falling standards’. can be 
misleading terms. The reason is that they imply that by 
producing something additional the standard would be 
improved. Nightingale argues a standard either conforms 
with the expectations of the user each time the product or 
service is used, or it does not.
On reflection it is clear that there are differences of 
degree in customer satisfaction and that there are for 
many groups of individuals a number of key characteristics 
that if present will have a significant.effect on whether 
a product or service gives satisfaction.
It is accepted that.a combination of characteristics may 
be considered essential by a group of individuals if the 
product is to be acceptable, and that these can he 
described as core or key quality standards for that group 
rather than minimum standards.
Pickworth (1.64) in discussing the amended definition 
suggests that quality is essential to customer satisfaction 
and that this should he made explicit in the definition. 
This is accepted and in the light of this 'the following 
definition was adopted. During a review of this chapter 
■it was recognised that the definition did'not fully 
embrace the dimension of reliability. Por this reason 
reference has been made to a product or service giving 
satisfaction each time it. is used.-
Quality of a product.or service is a' combination of 
predictors and characteristics, on.which an individual 
assesses whether it.will give satisfaction each time it 
is- used for a particular purpose, based on his or her 
own set of values.
A quality standard is a combination of characteristics 
for a product or service accepted by consensus'by a 
group of individuals -as being appropriate to provide 
satisfaction for a particular purpose*
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CHAPTER 4 QUALITY HOSPITALITY SERVICES
4.1 INTRODUCTION
The previous chapters have examined the nature of service 
and the nature of quality. This chapter co-ordinates 
the findings of" these chapters and evolves an approach to 
determine how quality, hospitality service expected by 
customers can be defined.
The relationships between definitions and the dimensions 
of service and quality are first examined. This is 
followed by an examination of different approaches to 
defining what an hotel and catering enterprise offers to 
the consumer and the approach adopted for the research.
4.2 THE RELATIONSHIPS BETWEEN DEFINITIONS AND > 
DIMENSIONS OF SERVICES AND QUALITY
The ambiguity and complexity of the meanings of service 
and qu'ality and the need for establishing working 
definitions have been explained in the previous chapters. 
Bringing together these definitions is‘helpful in 
understanding their nature and relationship.
Service - A service is something with an iptangible-core 
that is viewed as capable of satisfying a want.
Customer service - The set of activities offered by an 
organisation to enable the customer to interact with it 
at all stages in the consumption of an offering.
Quality - Quality of a product or service is a combination 
of predictors and characteristics, on which an individual 
assesses satisfaction or likely satisfaction each time it 
is used or considered, for a particular purpose, based on 
his or her own set of values.
Quality standard - A quality standard is a combination of 
characteristics for a product or service accepted by 
consensus by a group of individuals- as being appropriate 
to provide satisfaction for a particular purpose.
These definitions illustrate that service is concerned 
with the core of the offering, customer service is 
concerned with the interaction or matching function 
between user and provider and quality is concerned with 
the characteristics of the core offering and its surround 
including customer service, and a quality standard is a 
consensus of.a group of individuals on the characteristics 
of a service.
The dimensions of service and quality have been identified 
in the previous chapters as follows: X
Dimensions of service Dimensions of quality
^intangible dominance ‘ > fitness for use 
accessibility reliability
inseparability aesthetics and design
social contact ’social symbol*
^flexibility compl§yi±y— *
'^uniformity /measurement and assessment
experience process
The interrelationship of the dimensions of service andjof the dimensions of quality have already been ■ explored.
A number of cross references are made in the previous ■ 
chapters^point to links between dimensions of service ana 
dimensions of quality. A number of other examples of 
links between dimensions are given below illustrating how 
the dimensions are interrelated.
J Accessibility - a dimension of service links! -with fitness 
forjuse and reliability - dimensions of quality. Indeed 
some of the elements of these dimensions are commonrfor 
example,; timq .
The similarity of social contact and 'social symbolfX is 
another example, althozigh it is probable that in - some 
cases a 'social symbol' may not imply social contact 
whilst a service is being consumed but act as a tangible 
marker (eg stars or price), which may be used as a symbol 
to others after .consumption.
0The complexity dimension of quality is further 
complicated when interlinked with dimensions of„.aar.vi..ce.
The intangible dominant d.imnfisi'on provides a framework u, 
for this complexity. There are also .close
links between the service dimensions of intangible 
dominance,,’flexibility and uniformrty; .- yaM'the two 
aspects of measurement and assessment -dimensions of 
quality•
A strong' argument for describing a service experientially 
is made in Chapter 2 and in Chapter 3 it is argued that X
that process is a dimension of quality. A customer 
'experience is very similar to the concept of a process of 
a customer with expectations becoming a satisfied or 
dissatisfied consumer.
These close links between service and quality lead the 
researcher to draw the following conclusions on the nature 
of" the quality of service: 6*
1) Perceptions are individual, unique but socially 
determined.
2) A service is perceived as an experience made up of an ' 
intangible core (purpose) and a surround of selected 
tangible and intangible characteristics which are 
capable of giving satisfaction. Characteristics • ■ 
concern fitness for use and reliability including 
accessibility (time of opening, timing - pre­
recognition, waiting to order, waiting for service); 
assurance (safety and security of person and
belongings, confidence, putting things right 
mechanisms) and design and social symbol including 
social contact (care, hospitality and welcome).
3) As perceptions are socially determined there is 
considerable commonality of perceptions of groups of
■ individuals and where- 'consensus exists appropriate 
uniform standards may be offered. Any remaining 
unique needs require flexible arrangements to 
provide the necessary resources.
4) Consumers interact with technical and human bearers 
of information, advice, service and putting things 
right mechanisms before, during and after 
consumption.
5) Consumer assessment prior to consumption is based bn 
previous experience or indicators (price, brand, 
company image and standard classification)•
6) Consumer assessment during consumption of experience 
is based cn sequential differentiation between 
experience and expectations.
In the early stages of the research before the complexity 
of the nature of the quality of service was understood, 
attempts were made to propose a classification for 
defining hospitality experiences. These are now examined 
and followed by an examination of how an alternative 
approach evolved as the nature and complexity of the 
quality of hospitality services became better understood.
4.3 DESCRIPTIONS OP HOSPITALITY OFFERINGS • p
4.3.1 A standards approach
Traditionally the descriptions of hospitality offerings 
have been implied and been recognised by the consensustf
of users and providers. More recently there has been a 
move to make these more explicit. Explicit standards
are expressed in a number of ways. Buick (1) suggests
specifying products and states:
"A product specification includes at least a description 
of the product/dish and the quality factors it should 
possess. It may also detail the range covered, any
special processing precautions and the measurement 
methodology"•
This is the approach used for manufacturing industries 
and may he useful for tangible elements of an intangible 
dominant offering as long as it is recognised that there 
is the danger of changing the focus from.the important to 
the less important parts of the offering.
A simplified approach advocated by Dean (2) is to 
identify the basic requirements of an offering wherever 
it is offered for example for the service of coffee:
"1) The coffee must taste like coffee.
2) The liquid must be in clean utensils.
3) The liquid must be hot".
and then depending on the catering objectives to add 
further standards appropriate to the establishment.
Dean (3) goes on to suggest that specific standards are 
required to define procedures for example: dealing with
complaints; greeting; seating; menu presentation; 
bill presentation and payment; meximum delay periods 
between ordering and arrival of first course. These' 
activities described by Dean as procedures are in fact 
parts of the experience that are consumed.
Dean (4) advocates management should set standards 
so as to . make explicit to those whose job it is to see 
performance complies, and then check these standards in a 
formal way. He also recognises that to cover every 
conceivable permutation is unnecessary and impossible in 
most catering establishments.
Difficulty has been expressed in trying to define 
intangible services by specifying the tangible elements 
and the procedures designed to provide the intangible 
service in a way that ensures guest satisfaction. Guest 
satisfaction is when expectations of the experience are 
met by the actual experience. This underlines the need 
to find ways of describing the experience, and a number 
of ways of doing this are now examined.
4.3o2 Hospitality experiences
Coffman (5) gives an example of a hospitality experience 
when he suggests that the core of the guests1 needs and 
wants from the accommodation business is that he wants a 
comfortable night’s lodging - a temporary home. He then 
indicates the key components of this: sleep and rest
(clean comfortable bed and, peace and quiet); basic 
facilities of a bathroom and food and lodging.
Wood. (6) suggests a hotel product falls into two distinct 
parts:
"In my view as a guest there are two separate elements to 
the hotel product and only one is directly related to the 
tariff I am charged. This, of course, is the standard 
of the physical facilities.
The problems arise with the second element in the product 
which I call the care and hospitality factor. No matter 
what tariff 1 am charged I expect there to be evidence of 
welcome and care over my wellbeing. Obviously the way 
in which this hospitality is expressed will vary 
according to the price level".
This description emphasises that a service is composed of 
both tangible and intangible elements and assumes that 
these fall into separate classffications, the discussion 
on the nature of service' suggests this may be a rather 
misleading approach.
1
Shamir (7) suggests that the demand for a lodging 
experience is becoming more standardised:
"First we have to note that travel and vacations are 
popularised, increasing numbers of people use hotels, and 
staying in hotels is no longer confined to the higher 
classes. In addition to the greater popularity of' 
hotels, there are general cultural trends towards 
greater uniformity in people’s tastes in many spheres 
of life which affect their expectations during their 
stay. In. other words, hotels’ main input becomes more 
homogenous. Furthermore, hotels’ clientele tend to be 
dominated more and more by groups. This is an 
important stabilising factor".
Shamir’s proposition has to be viewed with caution. It 
Is probable that for each market segment there is a trend 
towards greater uniformity of tastes. However, 
other trends of more classes using hotels and the fact 
that hotels are used for an increasing number''of purposes 
probably generates another trend towards greater 
heterogeneity. This points to the need for organisations 
to be aware of these trends in their own establishments.
Campbell-Smith (8) when discussing the other major 
service offered by the hospitality industry suggests that 
the core of a meal is to provide for a fundamental human 
need to restore the body and the mind from time to time 
by consuming food and drink, and by resting physically 
and mentally. These activities, he states, are normally 
combined with the emphasis on combination, will vary 
according to the mood, the time available and other 
circumstances in which the need arises.
Coffman’s and Campbell-Smith’s descriptions Identify the 
core in*a way that fits into -Shostack’s model (9) of the 
intangible dominant service described"in experiential 
terms. It also identifies two of the different major 
offerings'provided by the hospitality industry ’the meal 
experience’ and ’the lodging experience1c
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Campbell-Smith (10) although identifying the core then 
suggests the meal experience can he divided under two 
main headings:
the living experience; 
a meal experience.
i >
This distinction may he useful in focussing the providers 
attention to consider both elements but can be misleading 
as it implies that there are two separate experiences 
where in fact there is one experience and in different 
circumstances the core could be the meal itself or part 
of the living experience (eg roof top restaurant).
Dean (1 1 ) implies a similar form of classification for a 
meal broken down into more parts: the foods; the drinks
the service; the decor, ambience, furnishings and 
fittings.
Sasser et al (12) suggest a more sophisticated but 
similar classification when proposing that the goods and 
services offered at an expensive restaurant fall into 
three distinct bundles: physical items (food, drinks,
other materials such as matches, napkins, etc^ sensual 
benefits (taste and aroma, waiter service, structural 
atmosphere, the sight and sound of the facility, social 
atmosphere, the sight and sound of the people); and 
psychological benefits (comfort, status, sense of well 
being).
These classifications although including many of the 
characteristics associated with a meal do not seem to 
provide a description which captures the concept of an 
experience over a period of time.
The following statements introduce the idea that 
experiences can be described sequentially before 
identifying the characteristics of the experience:
"...... the meal experience begins on crossing the
threshold of the establishment" (1 3).
"On entering a restaurant apart from wondering where to 
put his coat or any other accessories, the customers 
first concern is to decide where he is going to sit" (14)
".o.... a meal has to be chosen and consumed in various 
stages or courses; a bill would be presented and 
payment made and finally costs or accessories will be 
collected before departing from the establishment" (15).
When the whole experience of an individual has to be 
broken down sequentially, it is then possible to 
identify and clarify their priority to the consumer and 
the important characteristics of each component, many of 
which could apply to several components.
Studies of the sequences of the meal and lodging 
experiences have identified many of the dimensions and 
characteristics already identified when exploring the 
nature of service and quality, and these are now 
examined in some detail.
Campbell-Smith (16) stresses that the service given 
should be appropriate to the customer’s expectations and 
that there is a need for a description of the experience 
offered which mirrors this. He (17) further points out 
that assemptions on expectations should not be made, as 
for example research showed that contrary to an 
assumption made people did not want different kinds of 
food when eating out.
Doswell (18) suggests that:
"the past experiences which people have had in hotels 
with their corresponding associations may have a lasting 
influence upon their preferences and buying decisions".
This points to the need to design an offering to meet 
expectations and then to communicate this information 
prior to and during the experience (19).
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Not only information concerning the meal but also
whether reservations are necessary and how they are to 
be made (20). Reference to information and availability 
have already been stressed and Campbell-Smith (21) gives 
further examples of the information required for a meal 
experience: ;
"The instructions in a restaurant are the menu, the wine 
list and the seating plan and these should where 
necessary, contain descriptions and guidance".
He also refers to personal advice and help when discuss­
ing the degree of help required by the customer (22).
He suggests that this differs according to the length of 
the menu and the degree the customer wishes to do things 
for themselves and suggests this relates to occupational 
scale. It is also likely to be dependent zipon the 
purpose of the occasion and the importance of the mark 
of 'social symbol'.
In examining the sequence of the meal experience 
Campbell Smith (23) suggests that different courses have 
different objectives and if this is the case there is a. 
need to understand what these are. This would'help to 
determine the relative importance of characteristics 
associated with serving food including: aroma; flavour
(24); texture (25); temperature (26).
The time between courses can also be important.
Campbell Smith (27) distinguishes between waiting time 
which.is voluntary on the part of the customer and 
involuntary waiting - the time taken for someone to 
appear and take the order and the time taken to deliver 
each dish. This links closely with the dimensions of 
availability and reliability. .
This underlines how a sequential approach to the 
experience identifies those periods of time which could 
he missed by other kinds of classification.
It is important to include in the sequence of activities
that a guest will experience such steps as entering a 
room or going to a table as there is a need to recognise 
the characteristics concerning the setting are also 
'identified.
Doswell (28) draws attention not only to the colour, 
texture, form, space and view of the experiential, 
environment but also the the physical comfort offered by 
lighting, heating and ventilating. He suggests (29) 
that physiological needs include such details as 
comfortable chairs, the availability of tooth picks and 
means of cleaning hands and fingers. Some of the more 
tangible elements being indicators or bearers of the 
wish to satisfy some of the more intangible needs.
Campbell Smith (30) stresses that table appointments, 
and the menu must as well as being functional harmonize 
with the environment, linking with the dimension of 
aesthetics and design.
Campbell Smith (31) indicates that the customer is an 
ingredient of the atmosphere and that the restaurant 
needs to be designed so that the atmosphere and size of 
the room is appropriate to the numbers of customers.
Coffman (32) focusses on the attitude of staff which 
although intangible can make the customer feel either a 
welcome guest or an intruder. Doswell (33) also 
focusses on the importance of personal contact. He 
stresses that the contribution of the manager’s 
individual personality cannot be ignored and that the 
managers role in personal contact with the guest relates 
to the question of image.
All of these comments illustrate some of the confusion 
concerning customer contact already discussed.
The attitude of staff is important, however, whether 
their role is to provide information and advice, to bear 
the offering, provide social contact or a combination of 
these.
There is a danger in.classifying an experience into a 
number of components that the importance of character­
istics that are involved throughout the experience and 
the totality of the experience will be lost. For 
example Campbell Smith (35) indicates that:
n.... the customer expects to find security through the 
menu, the prices, the quality of the food and service, 
and atmosphere being the same throughout the chain".
and Doswell (36) illustrates the importance of the 
totality of' the'experience: - ,
"The important part of the person’s decision, however, 
depends on what the hotel does for'him altogether .... 
He may be choosing to identify with a group to which he 
sees himself'belonging. Conversely, if he cannot 
identify himself with the group, if the experience 
does not enhance his self concept, he may feel 
uncomfortable and thoroughly regret staying there".
In a number of statements Doswell (37) underlines the
aimportance of image or ’social symbol’:
"If the image of an hotel is the manner in which it is 
seen by people to portray itself, then it may create 
such feelings or reactions as identification recognition 
security, prestige or loneliness ... Beyond uhe 
fulfilment of physiological needs, however, it has been 
stated that the principal motivation is the enhancement 
of the self concept".
"The recognition that a man may receive in an hotel, 
which confirms his sense of belonging, relates very much 
to the need to feel secure especially in regard to the 
social factor of class".
"Most purchases or actions are made less because of the 
quality of the product than because of the satisfaction 
promised to the consumer’s ego".
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These point to the need to adopt a means of classifica­
tion which takes into account "both the components of an 
experience and the total experience.
Campbell-Smith (38) in a check list (Table 4.1) of needs 
provides a more detailed classification of the meal 
experience* This classification is written from the 
users point of view and includes many of the 
characteristics identified in exploring the nature of 
service and quality. This does not provide for the 
core need from the czistomers viewpoint and misses 
providing a means of capturing the totality of the 
experience. Further it is based on the providers 
perception of the classification used by the user.
Doswell (39) suggests a form of classification which 
classifies the offering of an hotel from the provider's 
point of view. This classification is as follows:
location (accessibility, freedom from noise and 
nuisances, attractiveness and appeal) '
facilities (range and type)
service (formaility, courtesy, speed, individual attention)
image (mood, atmosphere, association)
price (value, satisfaction, demand).
Whilst this classification includes a number of 
dimensions of service and quality it does not provide 
any weighting of these dimensions or for the core of the 
users point of view being different and or occasions 
changing. Doswell (40) alludes to this difficulty in 
the following statements:
n..,. that all these factors are equally important, 
since it is impossible to allocate a specific value to 
each in an objective manner. What is more important 
to one person may be less important to another
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Table 4*1 Check list of needs of meal experience
1 Expectations
1.1 Price
1 . 2 Facilities
2 Choice
2.1 Related to powers 
of discrimination
2.2 Time available
3 Mood
3.1 To seek novelty to 
pioneer
3.2 To wish to conform
3 .3 To escape (antique 
or fantastic
3.4 To do things for oneself
3.5 To have things done for 
one
3.6 To be sociable (alone 
small or large groups)
3.7 To feel at ease (mass, 
individuals)
3.8 Real tempo to be 
appropriate
3.9 Apparent tempo to be 
appropriate
3... 10 Timing to be appropriate
3.11 Formal, informal, 
functional, clinical
3.12 Gay, relaxed, hurried, 
slow, escapist, realistic
3.13 To have entertainment 
provided.
4 Five senses
4.1 Sight
4..11 Wholeness or totality
4.12 Harmony
4.13 Contrast
4.14 Order & consistency
4.15 Balance
4.16 Colours to suit mood
4.17 Brightness to suit 
occasion
4.18 Hue of colours 
corresponding to levels 
of discrimination
4.19 Identification
4.110Recognition
4 .1 1 1 Human error
4.2 Taste
4° 21 Quality of flavour
4.o22 Intensity of flavour
4<>23 Pleasing each of four
taste sub-groups, sweet, 
sour, salt and bitter
4.24 Contrast
4... 3 Smell
4.31 Quality of aroma
4.32 Intensity of aroma
4.33 Pleasing each of four 
taste sub-groups 
sweet, sour, salt and 
bitter
4.34 Conditions of air
4.4 Touch
4.41 Pleasing texture
(austerity,fus s ine s s)
4.42 Acceptable temperature
4.43 Comfort
4.5 Heating
4.51 Communications with 
waitress
4.52 Intensity of voices 
and operating noises 
and music
4.53 Tempo of music (of any)
4.54 Nature 'Of music
5 Metabolism
5.1 Digestion 
Quantity of food 
Quantity of liquid 
Calories •
Yitamins 
Salts
6 Yalue for money 
6*1 Acceptability
6.2 Consistency
6.3 Appearance
7 Cost
7.1 Money
7.2 Time
7.3 Patience
7.4 Dress
SFunction
9 Protection
9.1 Anxiety
9.2 Accidents
9.3 Cleanliness
9.4 Elements
10 Accessibility
10.1 Accessible
10.2 Convenient
5.2
5.3
- 5.4 etc. 5 .5
5.6
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Shostaek’s (4-1) model with its scientific analogy 
provides for experiences where the core can change 
according to the users needs and where the provider can 
make available the mix of tangible and intangible 
elements that are required to meet these needs*
The researcher, from an examination of Doswell’s and 
Campbell Smith’s classification, developed the following 
classification, still based on the providers perception 
of how the user classifies the meal experience:
Table 4*2 Classification of meal experience
Need for information and advice on: 
the total experience 
time when service available 
location
availability of table or room
availability of foods and drink
Need for atmosphere settings which include:
comfort, warmth,- harmony, colour, texture, form, 
space and view
functional furniture, equipment, etc
being with others with whom one feels comfortable
Need for choice of food and drink:
to feel appetite satisfied on completion
to have clean palate on completion
to have food of texture, colour, temperature and 
flavour which is known and acceptable
to be available when required
Need for ancillary services:
Need for:
social contact
sense of belonging
sense of security
identification
recognition
status
associations
Need for completing experience and sub-experiences in 
tine.
This was further developed and simplified as a possible 
classification for all hospitality experiences (42):
Table 4<>3 Classification of hospitality experiences
1 Utility core fitness for purpose
availability 
degree of choice
2 Setting physical surroundings
other users 
personnel
3 Safety
4 Value for money
5 Evidence prior information or experience
promotional material 
guarantees.
Both of these classifications recognise many of the 
characteristics by which users perceive service and 
quality, were based on the author's classification of 
these characteristics and not on the consumers. Further 
the classification did not provide that these factors
vary in importance for different people and for
different occasions.
Nightingale (43) adopted a rather different approach to 
describe the tourist experience in a number of sequential 
steps and then suggested a classification for the 
taijgible and intangible characteristics which apply to 
each component step of the experience. These are set
out in Figures 4.1 and 4.2
The concept of classification of the component steps 
appears to be satisfactory, and it is relatively easy to 
check with a number of consumers whether the sequence is 
correct, It is much more difficult to determine whether 
the classification of characteristics of components 
reflects the perceptions of the consumers. Many of. 
these characteristics have been identified and considered
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when e x p lo r in g  th e  n a t u r e  o f  s e r v ic e  and  q u a l i t y  and  a re  
l i k e l y  t o  he  s i g n i f i c a n t .  The d i f f i c u l t y ,  i s  i d e n t i f y ­
in g  a c l a s s i f i c a t i o n  w h ic h  i s  a b le  t o  h i g h l i g h t  th e  
h ie r a r c h y  o f  c h a r a c t e r i s t i c s  w h ic h  a re  im p o r t a n t  t o  th e  
co n su m e r when ju d g in g  th e  q u a l i t y  o f  a  s e r v i c e .
4 .3 * 3  A p o s s ib le  a p p ro a c h
A l l  o f  th e  a p p ro a c h e s  a l r e a d y  e x a m in e d  h a ve  l i m i t a t i o n s .  
S a b a th  ( 4 4 ) a nd  J e f f r i e s  '(4 5 )  g iv e  some i n d i c a t o r s  t o  
t h e  k in d  o f  a p p ro a c h  t h a t  may ove rco m e  ' some o f  th e s e  
l i m i t a t i o n s :
"T he  f i r s t  s te p  to w a rd s  s e t t i n g  r e a l i s t i c  . s e r v ic e  g o a ls  
i s  t o  d e te r m in e ,  t h r o u g h  c u s to m e r  s u r v e y s ,  w h a t 
c u s to m e rs  mean b y  ’ s e r v ic e * ,  a n d  th e n  w h a t l e v e l  o f  
s e r v ic e  th e y  w a n t " .
/
"How c a n  t h i s  "be re d u c e d  t o  some s ta n d a r d  r o u t in e ?  How 
ca n  s u c c e s s  n o t  dep e n d  on s u c h  t h in g s  as  d e d ic a t io n ,  
d e s i r e  t o  be  g o o d , p r id e  i n  t h e  jo b ,  c a r in g . .  B u t  how 
d oes  one o b s e rv e  a p e r s o n a l  r e l a t i o n s h i p  l e t  a lo n e  
m anage i t s  q u a l i t y  o r  s e t  s ta n d a r d s  f o r  i t .
I  s u g g e s t  as  w e l l  as  m e a s u r in g  o r  s e t t i n g  s ta n d a r d s  o f  
q u a l i t y  ’ o b j e c t i v e l y ’ t h e  e n t e r p r i s e  c a n  g e t  th e  
c u s to m e r  t o  do t h i s  on  i t s  b e h a l f .
The q i i a l i t y  s ta n d a r d  i s  n o t  s e t  i n  te rm s  o f  th e  t h in g s  
done  h u t ,  r a t h e r  i n  te rm s  o f  c u s to m e r ’ s o p in io n  o f  i t .
I t ’ s a b o u t  m a k in g  I t  c l e a r  t o  th e  c u s to m e r ,  e c o n o m ic a l ly ,  
w h a t . to  e x p e c t ;  a nd  b e in g  s e e n  b y  th e  c u s to m e r  t o  h a v e  ' 
l i v e d  up t o  e x p e c t a t io n s " .
One o f  th e  ’d i f f i c u l t i e s  o f  th o s e  c o n c e rn e d  w i t h  q u a l i t y  
i s  t h a t  t h e i r  in v o lv e m e n t  l i m i t s  t h e i r  p e r c e p t io n s  o f  
w h a t i s  im p o r t a n t  t o  t h e  c u s to m e r  and  on o c c a s io n s  may- 
see  th e  c u s to m e rs ’ p e r c e p t io n s  as  b e in g  i n  c o n f l i c t  w i t h  
t h e i r  own v a lu e  s y s te m . A n u m b e r o f  s t u d ie s  e x a m in e d  
d u r in g  th e  l i t e r a t u r e  s u r v e y  s u g g e s t  t h a t  p e r s o n a l 
c o n s t r u c t  t h e o r y  and  th e  te c h n iq u e  o f  r e p e r t o r y  g r i d  
may be a v a lu a b le  a p p ro a c h .
P e rs o n a l c o n s t r u c t  t h e o r y  c o n c e iv e d  b y  K e l l y  ( 4 6 )  i s  
c o n c e rn e d  w i t h  u n d e r s ta n d in g  how  th e  s i m i l a r i t i e s  and 
d i f f e r e n c e s  w h ic h  i n d i v i d u a l s  c o n c e iv e  and  p e r c e iv e  th e  
w o r ld  e v o lv e  and  w hy i n d i v i d u a l s  may re s p o n d  d i f f e r e n t l y  
t o  th e  same e v e n t .  R e p e r to r y  g r i d  i s  a  t e c h n iq u e  u s e d  
i n  a p p ly in g  t h i s  t h e o r y .
H o n ikm a n  (4 7 )  i n d ic a t e s  th e  v a lu e  o f  a p p ly in g  p e r s o n a l 
c o n s t r u c t  t h e o r y  a nd  r e p e r t o r y  g r i d  te c h n iq u e  i n  an  
a p p ro a c h  t o  a r c h i t e c t u r a l  a nd  e n v ir o n m e n ta l  d e s ig n .  
C h r is to p h e r  e t  a l  ( 4 8 )  m ake r e fe r e n c e  t o  h a v in g  u s e d  w i t h  
some s u c c e s s  a m e th o d  know n as  r e p e r t o r y  g r i d  i n  a s tu d y  
o f  c u s to m e r  s e r v i c e .  Thomas (4 9 )  s u g g e s ts  t h a t
p e r s o n a l c o n s t r u c t  t h e o r y  p r o v id e s  a c o m p re h e n s iv e  
a p p ro a c h  t o  d e te r m in in g  a n  a p p r e c ia t io n  o f  co n su m e r 
n e e d s .  P e rs o n a l c o n s t r u c t  t h e o r y  i s  e x a m in e d  i n  m ore  
d e p th  i n  C h a p te r  7 .  I t  i s  n o t  o n ly  im p o r t a n t  t o  be  
a b le  t o  d e s c r ib e  th e  h o s p i t a l i t y  e x p e r ie n c e  b u t  a ls o  t o  
m e a su re  g u e s t  s a t i s f a c t i o n  and  t h i s  i s  e x a m in e d  b e fo r e  
d ra w in g  c o n c lu s io n s  on  th e  n a tu r e  o f  q u a l i t y  o f  s e r v ic e  
and  th e  d e s c r ip t i o n  o f  h o s p i t a l i t y  e x p e r ie n c e s .
4 .4  MEASURING CUSTOMER SATISFACTION
D a lta s  ( 5 0 ) s t r e s s e s  th e  im p o r ta n c e  o f  c u s to m e r  
s a t i s f a c t i o n :
"B e c a u s e  a c l i e n t e l e  i s  made up o f  m any i n d i v i d u a l  
c u s to m e rs ,  d e te r m in in g  w h a t p a r t i c u l a r  c u s to m e rs  
d i s l i k e  (a n d  l i k e )  com pa red  t o  w h a t th e y  e x p e c te d ,  and  
th e n  h a v in g  th e  l o c a l  m a n a g e r a c t  q u i c k l y  on t h a t  
in f o r m a t io n ,  i s  c r i t i c a l .  To a v o id  l o s in g  th e  f u t u r e  
s tre a m  o f  p u rc h a s e s  f ro m  th e s e  c u s to m e rs ,  th e s e  ta s k s  
m u s t be a c c o m p lis h e d  b e fo r e  th e  c u s to m e rs  d e c id e d  n o t  
t o  r e t u r n " .
C a d o t te  (5 1 )  s u g g e s ts  t h a t  t h e  lo d g in g  i n d u s t r y  b y  t h e i r  
a c t io n s  do n o t  r e c o g n is e  th e  im p o r ta n c e  o f  m e a s u r in g  
s a t i s f a c t i o n ;
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" I n  th e  lo d g in g  in d u s t r y ,  f i r m s  sp e n d  m ore  th a n  one 
d o l l a r  p e r  room  p e r  d a y  t o  a t t r a c t  new  c u s to m e rs  -  h u t  
t h e y  spen d  v i r t u a l l y  n o t h in g  t o  d e te rm in e  w h e th e r  th e y  
h a v e  d e l iv e r e d  w h a t t h e y  p ro m is e d  o r  w h a t th e  c u s to m e r  
w a n te d .  The s e r v i c e - e v a lu a t io n  s y s te m ’ s s t r e n g t h  l i e s  
i n  i t s  fo c u s  on  m e a s u r in g  th e  f a c t o r s  t h a t  in f l u e n c e  
w h e th e r  a  c u s to m e r  in te n d s  t o  r e t u r n ,  once  he h a s  
s a m p le d  th e  lo d g in g  s e r v i c e " .
The N a t io n a l  R e s ta u r a n t  A s s o c ia t io n  (NRA) s u r v e y  (5 2 )  
b a s e d  on fo o d  s e r v ic e  e x e c u t i v e s ’ re s p o n s e s  g iv e s  an  
i n t e r e s t i n g  i n s i g h t  i n t o  th e  p e r c e p t io n s  o f  th e  i n d u s t r y  
t o  th e  l e v e l  o f  g u e s t  s a t i s f a c t i o n .  A sum m ary o f  th e s e  
f i n d i n g s  i s  g iv e n  b e lo w :
"T h e re  a re  some r e s t a u r a n t  a t t r i b u t e s  a b o u t  w h ic h  a 
g u e s t  i s  m ore  l i k e l y  t o  c o m p la in  th a n  t o  c o m p lim e n t a 
f o o d s e r v ie e  e s t a b l is h m e n t .  F o r  e xa m p le  a v a i l a b i l i t y  
o f  p a r k in g ,  t r a f f i c  c o n g e s t io n  i n  th e  e s t a b l is h m e n t ,  
p r i c e  o f  d r in k s  m e a ls  a nd  o t h e r  s e r v ic e s ,  th e  
r e s e r v a t i o n  s y s re m , th e  n o is e  l e v e l  i n  th e  e s t a b l is h m e n t ,  
a nd  th e  s p a c io u s n e s s  o f  th e  e s ta b l is h m e n t  a l l  a p p e a r  i n  
t h e  to p  t e n  c o m p la in t  l i s t .  Y e t  fe w  o p e r a to r s  
r e p o r t e d  c o m p lim e n ts  c o n c e r n in g  th e s e  a t t r i b u t e s .  I t  
w o u ld  a p p e a r  t h a t  c u s to m e r  s a t i s f a c t i o n  i n  th e s e  a re a s  
w i l l  n o t  enh ance  t h e  g u e s t ’ s p e r c e p t io n  o f  h o s p i t a l i t y ,  
b u t  may d e t r a c t  f ro m  i t  w hen th e  g u e s t ’ s m in im um  
e x p e c ta t io n s  a re  n o t  m e t .
I n  c o n t r a c t ,  g u e s ts  e x p re s s  a p p r e c ia t io n  f o r . h i g h  
p e r fo rm a n c e  i n  some a r e a s .  The f i n d i n g s  s u g g e s t  t h e y  
re s p o n d  f a v o u r a b ly  t o  a  c le a n  and  n e a t l y  k e p t  
r e s t a u r a n t ,  am p le  s iz e  p o r t i o n s ,  n e a t  e m p lo ye e  
a p p e a r a n c e , ’ h ig h  a l c o h o l i c  b e v e ra g e  q u a l i t y  ( i n c l u d i n g  
w in e )  and  re s p o n s iv e n e s s  t o  c o m p la in t s .
The q u a l i t y  and  q u a n t i t y  o f  s e r v ic e ,  h e lp f u ln e s s  o f  
e m p lo y e e s , and  fo o d  q u a l i t y  a p p e a r  i n  b o th  th e  m o s t 
f r e q u e n t  c o m p la in t  a n d  c o m p lim e n t l i s t s  i n c lu d in g  t h a t  
th e s e  a re  a t t r i b u t e s  a b o u t  w h ic h  c u s to m e rs  a re  m o s t 
i n c l i n e d  t o  v o ic e  t h e i r  o p in io n s .  I n  a d d i t i o n  
r e s t a u r a n t  o p e r a to r s  may h a v e  d i f f i c u l t y  m a in t a in in g  
h ig h  l e v e l s  o f  p e r fo rm a n c e  a r e a s " .
T h is  s u r v e y  a l th o u g h  g i v i n g  a p i c t u r e  o f  w h a t seems to
p r o v id e  s a t i s f a c t i o n  a nd  d i s s a t i s f a c t i o n  doe s  n o t  a t te m p t  
t o  g iv e  an  o v e r a l l  v ie w  o f  th e  l e v e l  o f  s a t i s f a c t i o n .
A s u rv e y  c o n d u c te d  b y  F a r r e l l  ( 5 3 )  s u g g e s ts  t h a t  t h i s  
may be lo w e r  th a n  i s  g e n e r a l l y  assum ed :
T a b le  4 .4  C u s to m e r s a t i s f a c t i o n  o f -  f o o d s e r v ic e  
e s ta b l is h m e n ts
D e g re e  o f A l l D in in g C o f fe e R e s ta u r ­
s a t i s f a c t i o n c u s to m e rs room s sh o p s a n ts
No % No % No % No %
W e ll s a t i s f i e d 50 4 10 3 35 9 . 5 1
S a t i s f i e d 100 8 10 3 85 21 5 1
I n d i f f e r e n t 600 46 80 22 200 50 320 58
U n s a t i s f i e d 300 23 150 43 55 14 95 17
D i s s a t i s f i e d 250 19 100 29 25 6 125 23
T o t a ls 1300 100% 350 100% 400 100% 550 100%
C a d o t te  (5 4 )  i n  a s i i r v e y  o f  th e  lo d g in g  I n d u s t r y  
i n d ic a t e s  th e  l e v e l  o f  s a t i s f a c t i o n  a n d  d raw s, a t t e n t i o n  
t o  th e  im p o r ta n c e  o f  m a in t a in in g  g u e s t  s a t i s f a c t i o n - i f  
r e p e a t  b u s in e s s  i s  t o  be  m a in ta in e d :
"M o s t g u e s ts  r e s p o n d in g  t o  th e  s u rv e y  (76% ) r e p o r t e d  
th e y  w e re  v e r y  s a t i s f i e d  w i t h  th e  s e r v ic e  i n  one o r  
m ore a r e a s .  A m a jo r i t y  (57% ) a ls o  r e p o r t e d  d i s ­
s a t i s f a c t i o n  w i t h  one ,o r  m ore  a r e a s .  P e rh a p s  o f  
g r e a t e s t  i n t e r e s t  t o  th e  h o t e l i e r :  f u l l y  tw o  t h i r d s  o f
th e  d i s s a t i s f i e d  g u e s ts  s a id  t h a t  t h e y  m ig h t . n o t  o r  
w o u ld  n o t  p a t r o n is e  th e  h o t e l  i f  -.they r e tu r n e d  t o  th e  
a r e a .  A lm o s t  h a l f  o f  th e s e  g u e s ts  i n d ic a t e d  th e y  
m ig h t  n o t  o r  w o u ld  n o t  s t a y  a t  a n y  p r o p e r t y  o f  th e  
c h a in  when t r a v e l l i n g  i n  th e  f u tu r e " .  " F i n a l l y ,  a t h i r d  
o f  th e  d i s s a t i s f i e d  g u e s ts  t o l d  a member o f  t h e i r  
t r a v e l  p a r t y  and  a f r i e n d  o r  r e l a t i v e  a b o u t  th e  
u n s a t i s f a c t o r y  e x p e r ie n c e  u p o n  r e t u r n i n g  hom e. These 
f i n d i n g s  u n d e rs c o re  th e  n e c e s s i t y  o f  m o n i t o r in g  
c u s t o m e r , s a t i s f a c t io n  w i t h  a  v ie w  to w a rd  c o r r e c t i n g  
p ro b le m  a r e a s " *
The f o l l o w i n g  s ta te m e n ts  a ls o  in d ic a t e  th e  d i f f i c u l t i e s  
o f  m e a su re m e n t o f  t h i s  k in d *  F o r  e x a m p le , C h r is to p h e r  
e t  a l  ( 5 5 )  s u g g e s t  t h a t :
" U n le s s  th e  c u s to m e r  r a t i o n a l l y  m o n ito r s  th e  s e r v ic e  
s y s te m , e v a lu a t io n  i s  l i k e l y  t o  be d e te rm in e d  th r o u g h  
s in g u la r  e v e n ts .  I n  a  se n s e  e v a lu a t io n  i s  a s y m e t r i c : 
a s e r v ic e  w h ic h  m e e ts  e x p e c ta t io n s  i s  ta k e n  f o r  
g r a n te d ,  s e r v ic e  w h ic h  i s  b a d  fo rm s  d i s t i n c t  im p r e s s io n s "
Shaw (56) points out that:
" S a t i s f a c t i o n  i s  r e a l i s e d  a n d  ca n  o n ly  he  m e a s u re d , i n  
m any in s ta n c e s ,  on  a  t r a n s a c t i o n  b a s i s " .
The ERA (5 7 )  s u r v e y  o f  432 f i r m s  r e p r e s e n t in g  2 2 ,0 0 0  fo o d  
s e r v ic e  u n i t s  show s th e  r e l a t i v e  im p o r ta n c e  fo o d  s e r v ic e  
e x e c u t iv e s  g iv e  t o  th e  d i f f e r e n t  m e th o d s  o f  m e a s u r in g  
g u e s t  s a t i s f a c t i o n .
"R e s p o n d e n ts  i n d ic a t e d  t h a t  th e  m ore  im p o r t a n t  m e th o d s  
f o r  m e a s u r in g  g u e s t  s a t i s f a c t i o n  in v o lv e  d i r e c t  
c o m m u n ic a tio n  w i t h  th e  g u e s t  i n c lu d in g  v e r b a l  c o m p la in t s /  
c o m p lim e n ts ,  f o l l o w  up  c a l l s  o f  c o m p la in ts /c o m p l im e n ts  
a n d " w r i t t e n  c o m p la in ts /c o m p lim e n ts , .  O f a lm o s t  e .q u a l 
im p o r ta n c e  f o r  t h i s  p u rp o s e  w e re  s e v e r a l  ty p e s  o f  t r e n d  
in f o r m a t io n  i n c lu d in g  th e  n u m b e r o f  r e p e a t  c u s to m e rs ,  
s a le s  t r e n d s ,  m a rk e t  s h a re  t r e n d s  and  r e t u r n  on in v e s t ­
m en t t r e n d s .  C o m m u n ic a tio n  e f f o r t s  i n i t i a t e d  b y  
m anag em e n t, s u c h  as  s u r v e y s ,  in t e r v ie w s ,  anonym ous 
in s p e c t io n s  and  com m ent c a r d s ,  w e re  c o n s id e r e d  le s s  
u s e f u l " •
R e s e r v a t io n s  on  th e  e f f e c t i v e n e s s  o f  th e  m e th o d s  o f  
m e a s u re m e n t s e e n  as  im p o r t a n t  b y  th e  fo o d  s e r v ic e  
e x e c u t iv e s  a re  o f t e n  e x p re s s e d .  D a l ta s  ( 5 ^ ) ,  f o r  
e x a m p le , s u g g e s ts :
" I n  m o s t c a s e s ,  s e r v ic e  b u s in e s s e s  r e l y -  on  in a d e q u a te  
m eans o f  a s s e s s in g  and  r e s p o n d in g  t o  co n su m e r 
b e h a v io u r  a t  th e  l o c a l  l e v e l .  These m e th o d s  t y p i c a l l y  
. in c lu d e  f i n a n c i a l  c o n t r o l  m e a s u re s  and  c o m p la in t  o r  
s u g g e s t io n  program m es..,. . ..E ach f a l l s  f a r  s h o r t  o f  
f u l f i l l i n g  th e  n e e d , .
a nd  C a d o t te  (5 9 )  s t a t e s :
" W h ile  th e  n e e d  t o  m e a s u re  s e r v ic e  p e r fo rm a n c e  i s  
o b v io u s ,  th e  '.b e s t  m e th o d  t o  u s e  i s  n o t .  M o s t f i r m s  
m o n i t o r  c u s to m e r  s a t i s f a c t i o n  on  th e  b a s is  o f  p e r s o n a l 
c o n t a c t ,  c u s to m e r  c o r re s p o n d e n c e ,  co n su m e r s u r v e y s ,  and  
m a rk e t  t r e n d s ,  b u t  th e s e  s o u rc e s  h a ve  d ra w b a c k s .  They 
o f t e n  p r o v id e  u n r e l i a b le  o r  a m b ig u o u s  in f o r m a t i o n ,  and  
th e y  o f t e n  g e n e ra te  i t  so lo n g  a f t e r  th e  f a c t  t h a t  i t  
i s  o f  l i t t l e  u t i l i t y  t o  m a n a g e m e n t"*
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A num be r o f  s p e c i f i c  r e s e r v a t io n s  o f  m e th o d s  u s e d  a re  
g iv e n ' b e lo w .  C a d o t te  a rg L ie s  :
lo d g in g  e x e c u t iv e s  r e p o r t e d  a h e a v y  r e l i a n c e  u jx m  
s u c h  e m p i r i c a l  d a ta  as th e  n u m b e r o f  r e p e a t  c u s to m e rs ,  
s a le s  t r e n d s ,  m a rk e t  s h a re  t r e n d s ,  and  r e t u r n  on 
in v e s tm e n t .  A l th o u g h  th e s e  t r e n d s  a re  im p o r t a n t  i n  
s u g g e s t in g  th e  d i r e c t i o n  o f  a  f i r m ’ s f u t u r e ,  t h e y  a re  
in a p p r o p r ia t e  f o r  p u rp o s e s  o f  s h o r t - t e r m  c o n t r o l  
b e c a u s e  th e y  do n o t  r e f l e c t  c u s to m e r  s a t i s f a c t i o n  i n  a 
t im e ly  o r  s p e c i f i c  w a y " .
D a l ta s  (6 0 )  p o in t s  o u t :
" C o m p la in t  o r  s u g g e s t io n  p rog ram m e s  a re  in a d e q u a te  
b e c a u s e  th e y  o n ly  ta p  th e  o p in io n  o f  th e  m o s t f l a g r a n t l y  
a b u s e d  o r  th e  m o s t h i g h l y  s a t i s f i e d  c u s to m e rs .
T y p i c a l l y ,  r e a l  c o m p la in t s  a re  o f t e n  th e  f i n a l  c o n ta c t  
w i t h  a p a r t i c u l a r  c u s to m e r .  C o m p la in t  s y s te m s  a ls o  
te n d  t o  p ro d u c e  n e g a t iv e  in f o r m a t i o n  w i t h  ’ h a l o ’ 
e f f e c t s ,  i e  ’ e v e r y t h in g ’ s •w ro n g * . T h u s , th e - c o m p la in t  
may be  o n ly  th e  c u lm in a t io n  o f  o t h e r  is s u e s  w h ic h  re m a in  
h id d e n ,  a nd  th e  r e l a t i v e  im p o r ta n c e  o f  th e  is s u e s  may 
a ls o  re m a in  unknow n ..* ' C o n v e r s e ly ,  s u g g e s t io n  p rog ram m e s 
can  p ro d u c e  in n o v a t iv e  id e a s  b u t  s e ld o m  p o in t  o u t  r e a l  
w e a k n e s s e s . N e i t h e r  t y p e  o f  p rog ram m e p u ts  o u t  th e  t r u e  
s t r e n g th s  o f  th e  b u s in e s s  i n  p e r s p e c t iv e  w i t h  w h a t m ay be 
g o in g  w ro n g  ( o r .  w h e re  o p p o r t im i t i e s  f o r  im p ro v e m e n t l i e )  
i n  a p o s i t i v e ,  c o m p re h e n s iv e  w a y . E ve n  l o c a l  co n su m e r 
p a n e ls ,  th o u g h  h e l p f u l ,  a r e - o f t e n  u n r e p r e s e n ta t iv e  and  
p r o v id e  s u b je c t i v e '  fe e d b a c k ,  u s u a l l y  o n ly  t o  th e  m a n a g e rs . 
I n  s h o r t ,  no a d e q u a te  fo rn m  o f  in f o r m a t io n  e xch a n g e  i s  
c r e a te d  f o r  th e  e m p lo y e e , th e  c o n s u m e r, o r  th e  s e r v ic e  
o r g a n is a t io n .
F i n a l l y ,  w h i le  m a rk e t  r e s e a r c h  p r o v id e s  c o m p a n ie s  w i t h  a 
f a r  b e t t e r  m eans o f  u n d e r s ta n d in g  t h e i r  c u s to m e rs  th a n  
e v e r  b e fo r e  i t  d oe s  n o t  f u l f i l  a l l  th e  m a r k e t in g  n e e d s  
a t  th e  l o c a l  l e v e l " .
C a d o t te  (6 1 )  fo c u s e s  on  how  u n r e p r e s e n ta t iv e  some o f  th e  
fe e d b a c k  ca n  be  and  i l l u s t r a t e s  t h a t  h y  f i n d i n g s  f ro m  a 
m a i l  s u r v e y :
"M any f i r m s  r e l y  on  c u s t o m e r - i n i t i a t e d  fe e d b a c k  -  
c o m p le te d  comment c a r d s ,  o r a l  o r  w r i t t e n  c o m p la in t s  and 
c o m p lim e n ts .  A l th o u g h  th e s e  fo rm s  o f  in f o r m a t io n  a l lo w  
g u e s ts  t o  e x p re s s  t h e i r  o p in io n s  i n  a p ro m p t and  
d e t a i l e d  - f a s h io n ,  t h e y  r e p r e s e n t  a  v e r y  s m a l l  p e r c e n ta g e  
o f  a l l  c u s to m e rs .  M o re o v e r ,  t h e y  te n d  t o  be  p r o v id e d
0b y  g u e s ts  who a re  h i g h l y  m o t iv a te d  b y  e i t h e r
e x e p t i o n a l l y  good  o r  e x c e p t i o n a l l y  b a d  p e r fo rm a n c e  -  and  
t h e i r  com m ents a re  s e ld o m  r e c o r d e d  i n  a n y  s y s te m a t ic  
m anner,,
F o r  e x a m p le , i n  th e  m a i l  s u r v e y  . . . . . .  o n ly  s e v e n  p e r  c e n t
o f  th e  g u e s ts  who w e re  d i s s a t i s f i e d  w i t h  some a s p e c t  o f  
th e  s e r v ic e  p r o v id e d  h ad  s p o k e n  w i t h  a .m a n a g e r  o r  c o m p le te d  
a  c u s to m e r-c o m m e n t c a r d .  OnFy one p e r  c e n t  w r o te  a 
l e t t e r  t o  e i t h e r  th e  m a n a g e r o r  c o r p o r a te  h e a d q u a r te r s *
I n  f a c t  o f  a p p r o x im a te ly  1 0 ,0 0 0  g u e s ts  who v i s i t e d  t h r e e  
o f  th e  h o t e l s  d u r in g  one m o n th  o f  th e  s u r v e y ,  o n ly  75 
s u b m it te d  a n y  fo rm  o f  w r i t t e n  e v a lu a t io n .  When a s k e d  w hy 
th e y  d id  n o t  r e p o r t  t h e i r  u n s a t i s f a c t o r y  s e r v ic e  
e x p e r ie n c e s ,  m o s t g u e s ts  s a id  e i t h e r  t h a t  t h e y  d id  n o t  
f e e l  i t  w o u ld  do a n y  good  t o  c o m p la in  o r  t h a t  t h e y  d id  n o t  
w a n t t o  be  a . n u is a n c e " .
F u r t h e r  he  in d ic a t e s  t h a t :
" . . . . o  when g u e s ts  do c o m p la in  t o  e m p lo y e e s , th e  c o m p la in t  
o f t e n  goes no f u r t h e r ,  a nd  th e  m anagem ent h a s  no  
o b je c t i v e  d o c u m e n ta t io n  o f  th e  p e r fo r m a n c e " .
L e w is  and  P iza m  (6 2 )  d is c u s s  th e  p r e s e n t  u sa g e  o f  
d i f f e r e n t  k in d s  o f  s u r v e y s :
"M o s t h o s p i t a l i t y  e n t e r p r is e s  u s e  some fo rm  o f  in -h o u s e  
g u e s t  s u r v e y .  A n a t i o n a l  s u r v e y  o f  h o t e l  e x e c u t iv e s  
i n d ic a t e d  t h a t  92% o f  th e  r e s p o n d e n ts  u se  t h i s  m e th o d  o f  
o b t s in in g  g u e s t  re s p o n s e  on e i t h e r  a c o n t in u a l  o r  s p o r a d ic  
b a s is  ( L e w is  & B e g g s , 1 9 8 1 ) .  Comment c a rd s  a re  
f r e q u e n t l y  fo u n d  i n  h o t e l  ro o m s , r e s t a u r a n t s ,  c o f f e e  sh o p s  
and  c o c k t a i l  lo u n g e s .  R e sp o n se s  a re  u t i l i z e d  as  
i n d i c a t o r s  o f  o p e r a t in g  p e r fo rm a n c e  and  m e a su re m e n t o f  
g u e s t  s a t i s f a c t i o n . "
a n d .a rg u e  t h a t  th e  d a ta  c o l l e c t i o n  m e th o d  m u s t be  one t h a t  
p ro d u c e s  t r u e  m e a su re m e n t o f  g u e s t  s a t i s f a c t i o n  a nd  th e n
s u g g e s t  t h a t  th e  f o l l o w i n g  p ro b le m s  e x i s t  w i t h  p r e s e n t  
s u r v e y  m e th o d s :
" 1 )  I t  i s  d i f f i c u l t  i f  n o t  im p o s s ib le ,  t o  t a b u la t e  
th e  d a ta  so t h a r  i t  -has m e a n in g .
2 ) T h e re  i s  no m e a s u re m e n t o f  th e  r e l a t i v e
im p o r ta n c e  o f  th e  v a r io u s  c a t e g o r ie s ,  . . . .
<
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3) E x i s t i n g  s u r v e y  t y p e s  a re  100% o p e r a t io n  o r  
p r o d u c t  o r i e n t a t e d . "
A l th o u g h  i t  i s  r e c o g n is e d  t h a t  th e s e  p ro b le m s  a r i s e  i n  th e , 
c o n te n t  a n a ly s is  o f  m any s z ir v e y s ,  some c o m p a n ie s  do a d o p t  
te c h n iq u e s  w h ic h  a v o id  th e s e  p r o b le m s .  le w is  a n d  P iza m  
(6 3 )  a ls o  s u g g e s t  t h a t :
6 <
"T h e re  a re  o t h e r  c o n c e rn s  w i t h  c u r r e n t  in - h o u s e  s u rv e y s  
i n  te rm s  o f  s t a t i s t i c a l  v a l i d i t y .  These in c lu d e  th e  
f o l l o w i n g :
1 )  P ra g m a t ic  v a l i d i t y :  A re  r e s u l t s  u s e f u l  as
p r e d i c t o r s  o f  b e h a v io u r .
2 )  C o n te n t  v a l i d i t y :  Does th e  m e a su re m e n t 
in s t r u m e n t  c a p tu r e  th e  d o m a in  o f  th e  
c h a r a c t e r i s t i c , i e , i s  th e  d o m a in  o f  c o n c e rn
( s a t i s f a c t i o n )  ■ th e  same as  t h a t  b e in g  m e a su re d  
( o p e r a t io n s ) ?
3) C o n s t r u c t  v a l i d i t y :  I s  th e  in s t r u m e n t  m e a s u r in g  
w h a t we t h i n k  i t  i s  m e a s u r in g ?  I s  i t  a c t u a l l y  
m e a s u r in g  s a t i s f a c t i o n ,  o r  o p e r a t io n s ,  o r  i s  i t  
m e a s u r in g  s o m e th in g  e ls e  s u c h  as e x p e c t a t io n ,  • 
mood o r  e x p e r t is e ?
4 ) Sam ple v a l i d i t y :  I s  th e  sa m p le  t r u l y
r e p r e s e n t a t i v e  o f  th e  p o p u la t io n ?  O r ,  i s  i t  a 
re s p o n s e  o n ly  f r o m  th o s e  who a re  t r u l y  s a t i s f i e d  
o r  d i s s a t i s f i e d  b a s e d , p o s s ib l y ,  on  s in g u la r  
e x p e r ie n c e s  o r  e x p e c t a t io n s " .
C a d o t te  ( 64 ) s z ig g e s ts :
"P rom  a m anagem ent p e r s p e c t i v e ,  a c u s to m e r - fe e d - b a c k  
s y s te m  s h o u ld  h a v e  th e  f o l l o w i n g  c h a r a c t e r i s t i c s :
*  I t  m u s t be s p e c i f i c  t o  th e  i n d i v i d u a l  p r o p e r t y ,
r a t h e r  th a n  r e f l e c t  a r e a ,  r e g io n a l ,  o r  c h a in  w id e  
p e r fo rm a n c e .
*  I t  m u s t p r o v id e  t im e l y ,  m anagem ent o r ie n t a t e d
in f o r m a t io n  t h a t  w i l l  a l lo w  l o c a l  a nd  c o r p o r a te  
m anag e rs  t o  be  m ore  e f f e c t i v e  o p e r a to r s ,  d e c is io n  
m a k e rs . a nd  p la n n e r s .
*  I t  musu f a c i l i t a t e  th e  c o n t in u o u s  m o n i t o r in g  and
d o c u m e n ta t io n  o f  p e r fo rm a n c e  so t h a t  t r e n d s  ca n  be 
i d e n t i f i e d  and  th e  e f f e c t s  o f  a c t io n  r e a d i l y  
o b s e rv e d .
Dfc .
*  The in f o r m a t i o n  i t  p r o v id e s  a b o u t  c o n su m e r 
s a t i s f a c t i o n  m u s t be  r e p r e s e n t a t iv e  o f  th e  
e x p e r ie n c e  o f  t h e  l a r g e r  co n su m e r p o p u la t io n .
*  F i n a l l y ,  i t s  i n s t a l l a t i o n  and  o p e r a t io n  m u s t be 
in e x p e n s iv e  a nd  r e q u i r e  m in im a l e f f o r t ,  t o  
e n c o u ra g e  i t s  u se  b y  l o c a l  s e r v i c e - f i r m  o p e r a t o r s .
From  th e  c o n s u m e r ’ s p e r s p e c t i v e ,  th e  fe e d b a c k  s y s te m  
s h o u ld  i d e a l l y  o f f e r  th e s e  o t h e r  a t t r i b u t e s :
*  I t  s h o u ld  be  s im p le  a n d  i n t e r e s t i n g  t o  e n c o u ra g e  
fe e d b a c k  f ro m  a la r g e  n um be r o f  c u s to m e rs  
r e p r e s e n t in g  d iv e r s e  b a c k g ro u n d s  and  s e r v ic e  
e x p e r ie n c e s .
*  I t  m u s t a l lo w  im m e d ia te  re s p o n s e s  -  i n  o t h e r  w o rd s ,  
i t  m u s t m e a su re  a  c u s to m e r ’ s o p in io n  w h i le  th e  
e x p e r ie n c e  i s  f r e s h  i n  h i s  m in d .
*  I t  s h o u ld  a l lo w  anonym ous re s p o n s e  w h ic h  w i l l  
le a d  th e  c u s to m e r  t o  be  m ore  h o n e s t  i n  h i s  
e v a lu a t io n .
*  F i n a l l y ,  i t  m u s t be  c r e d ib l e :  co n s u m e rs  m u s t
b e l ie v e  t h a t  m anagem ent w i l l  u se  th e  in f o r m a t i o n  
th u s  g a th e r e d  t o  r e w a rd  goo d  p e r fo rm a n c e  and  
c o r r e c t  p r o b le m s ” .
L e w is  a nd  P iza m  (6 5 )  i n  a s i m i l a r  w ay s u g g e s t-  a 
s a t i s f a c t i o n  in d e x  s h o u ld :
*  " p r o v id e  r e l i a b l e  p e r fo rm a n c e ,  d e c is io n  and
m a r k e t in g  in f o r m a t i o n  a t  th e  lo w e s t  l e v e l  o f • 
m a rk e t  im p a c t  -  t h e  i n d i v i d u a l  u n i t ;  be  b o th  
u n iq u e  t o  th e  i n d i v i d u a l  p r o p e r t y ,  b u t  a t  th e  same 
t im e ,  a b le  t o  be  s ta n d a r d is e d  f o r  r e s e a r c h  and  
c o m p a r is o n  p u rp o s e s  . . . .
*  be  t a i l o r e d  t o  an  i n d i v i d u a l  p r o p e r t y  i n  a  s h o r t  
p e r io d  o f  t im e ,  e x e c u te d  q u i c k l y ,  and  th e  r e s u l t s  
a n a ly s e d  and  r e t u r n e d  t o  m anagem ent so t h a t  
im m e d ia te  and  a p p r o p r ia t e  a c t io n  ca n  be ta k e n ;
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*  m e a su re  d o m in a n t t r e n d s  i n  co n su m e r p r e f e r e n c e s ,  
s a t i s f a c t i o n  and  b e h a v io u r  . . . .
*  p r o v id e  s t r a i g h t - f o r w a r d  in f o r m a t io n  on  p e r fo rm a n c e  
and  co n su m e r n e e d s  a nd  w a n ts  i n  th e  fu n d a m e n ta l 
a re a s  w h e re  m anagem ent ca n  ta k e  a p p r o p r ia t e  a c t io n
t e l l  t h e  o r g a n is a t io n  w h e th e r  th e  g u e s t  w i l l  o r  
w i l l  n o t  r e t u r n ,  g iv e n  n u m e ro u s  o t h e r  a l t e r n a t i v e s ;
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*  re d u c e  th e  n e e d  f o r  s k i l l e d  r e s e a r c h e r s .  I f  th e  
l o c a l  m a n a g e r c a n  d e te rm in e  th e  m a jo r  f o c u s . o f  th e  
r e s e a r c h  s u c h  as  s e r v ic e  p e r fo rm a n c e  and  n e e d s , 
p r i c e ,  im a g e , e t c  th e  s u r v e y  s h o u ld  e m p lo y  a 
c h e c k l i s t  f o r m a t  t o  s u g g e s t  s p e c i f i c  is s u e s  t o  th e  
m a n a g e rs f f .
D a l ta s  (6 6 )  i n  d e s c r ib in g  a  c o n su m e r fe e d b a c k  s u r v e y  ‘ 
s y s te m  s u g g e s ts  th e  f o l l o w i n g :
*  !,A s i m i l a r  p ro c e s s  c a n  ta k e  p la c e  a t  h ig h e r  l e v e ls
u s in g  a g g re g a te d  d a ta  f r o m  th e  f i e l d  a nd  th e  
e x i s t i n g  p o l i c y  f lo w s  o f  th e  o r g a n is a t io n .
*  L o c a l  m a n a g e rs  and  e m p lo y e e s  s e rv e  s u s to m e rs  n e e d s  
on a  d a i l y  b a s is  u s in g  l o c a l l y  m o d i f ie d  p ro c e d u re s  
a lo n g  w i t h  g e n e r a l  c o r p o r a te  p o l i c i e s  a n d  
p r o c e d u r e s •
*  C o m p a rin g  f i n a n c i a l  d a t a ,  e x p e c ta t io n s ,  a nd  p a s t  
a t t i t u d e  in f o r m a t i o n ,  d e te rm in e  s t r e n g t h s  and  
w e a k n e s s e s  a nd  t h e i r  p ro b a b le -  c a u s e s .
*  D e te rm in e  w h e re  and  how e f f o r t  s h o u ld  be  a p p l ie d  
t o  c o r r e c t  w e a k n e s s e s  a n d  p r e s e r v e  s t r e n g t h s ,  
r e p e a t  th e  p ro c e s s  b y  t a k in g  a c t io n - s t e p  1 -a n d  
m a in t a in  i t  t o  a t t a i n  a  s te a d y  r a t e  o r  t o  e v o lv e  
i n  te rm s  o f  c u s to m e r  c h a n g e s .
*  By m eans o f  a  s t a n d a r d is e d  and l o c a l l y  s e n s i t i v e  
q u e s t io n n a i r e ,  d e te r m in e  th e  n e e d s  a nd  a t t i t u d e s  
o f  c u s to m e rs  on  a  r e g u la r  b a s i s . "
D a l t a s  (6 7 )  a ls o  s t r e s s e s :
" B u t  i f  c u s to m e rs  p r o v id e  in f o r m a t i o n  t o  th o s e  u n i t s ,  
th u s  r e i n f o r c i n g  p o l i c i e s  and  p r o c e d u re s ,  th e  f i e l d  
p e r s o n n e l a re  l i k e l y  t o  f o l l o w  them  m ore e n t h u s i a s t i c a l l y
G iv e n  th e  r i g h t  fe e d b a c k  t o o l s ,  c u s to m e rs ,  l o c a l  m a n a g e rs , 
a nd  e m p lo y e e s  ca n  e f f e c t i v e l y  w o rk  t o g e t h e r  t o  c r e a te  and  
m a in t a in  a m u t u a l l y  b e n e f i c i a l  e n v ir o n m e n t .  I n  t u r n ,  
t h i s  w i l l  h e lp  e n s u re  l o n g e r - l a s t i n g  c u s to m e r  s a t i s f a c ­
t i o n  and  ca n  h e lp  e xp a n d  as  w e l l  as p r e s e r v e  th e  m a rk e t  
s h a re  o f  th e  l o c a l  u n i t .  These g o a ls  may be a c h ie v e d  
th r o u g h  th e  e s ta b l is h m e n t  o f  a e o n s u m e r-s u rv e y  fe e d b a c k  
s y s te m , as  show n i n  F ig u r e  4 . 3 .  I n  s u c h  a s y s te m , th e  
a c t io n s  o f  th e  c u s to m e rs • These a c t io n s  and  o p in io n s  
a re  th e n  r e g u l a r l y  f in e - t u r n e d  as t im e  p a s s e s .  T h is  same 
l i n k  ca n  he u s e d  t o  p r o v id e  in f o r m a t io n  t o  h ig h e r  l e v e l s  
o f  th e  o r g a n is a t io n  w h e re  o t h e r  a d ju s tm e n ts  c a n  be m ade.
I n  e f f e c t ,  th e  c u s to m e r  becom es p a r t  o f  th e  i n t e r n a l  
in f o r m a t io n  s y s te m  o f  th e  l o c a l  o p e r a t io n  and  o f  th e  
e n t i r e  o r g a n is a t io n .
Figure 4.3 Consumer-survey feedback system
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The b e n e f i t s  o f  m o n i t o r in g  g u e s t  s a t i s f a c t i o n  a r e ,  
l e w is  and  P iz a m " (6 8 )  s u g g e s t :
,T • • • •  f i r s t ,  i t  i s  le a r n e d  w h ic h  d im e n s io n s  a re  n o t  o n ly  
w eak f ro m  an  o p e r a t io n a l  v ie w p o in t  h u t  a ls o  w h a t t h e i r  
im p o r ta n c e  i s  i n  r e l a t i o n  t o  o v e r a l l  s a t i s f a c t i o n *
S e co n d , a n  o v e r a l l  s a t i s f a c t i o n  r a t i n g  i s  r e v e a le d " .
D a lta s  ( 6 9 )  s u g g e s ts  e v e n  w id e r  b e n e f i t s :
"T h e re  a re  some in t a n g ib l e  b e n e f i t s  w h ic h  ca n  r e s u l t  
f ro m  a  c o n s u m e r-s u n v e y  fe e d b a c k  s y s te m . F o r  e x a m p le , 
e ve n  i f  a m e l io r a t iv e  e f f o r t s  a re  n o t  c o m p le te ly  on  t a r g e t ,  
th e  a t t i t u d e  o f  c u s to m e rs  a re  l i k e l y  t o  be  im p ro v e d  t o  
some d e g re e  i f  o n l y  b e c a u s e  i t  a p p e a rs  t h a t  th e  s t o r e  
c a re s  enough  t o  a s k  t h e i r  o p in io n .  S i m i l a r l y ,  i t  i s  a 
p o s i t i v e  m essage f ro m  m anagem ent t o  e m p lo y e e s  i n  th e  f i e l d  
t h a t  m anagem ent i s  in t e r e s t e d  i n  th e  c u s to m e r ’ s o p in io n .
As a k i n d . o f  i n t e r n a l  c h e c k l i s t ,  i t  a ls o  in d ic a t e s  w h ic h  
o p in io n s  a re  c o n s id e r e d  im p o r t a n t  i n  g e n e r a l  and  w h ic h  
ones th e  e m p lo y e e s  may be o v e r lo o k in g .
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B e s id e s  t r a c k i n g  th e  d e l i v e r y  o f  c u r r e n t  s e r v ic e s ,  th e  
c o n s u m e r -s u rv e y  fe e d b a c k  in s t r u m e n t  ca n  be u s e d  t o  t e s t  
co n su m e r o p in io n s  a b o u t  new o r  d i f f e r e n t  s e r v ic e s .  And 
w i t h  c u s to m e rs  in v o lv e d  i n  th e  p ro c e s s  o f  im p ro v e m e n t ,  a  
new k in d  o f  m o t iv a te d  c u s to m e r  ca n  r e s u l t  -  one who i s  
n o t  j u s t  s a t i s f i e d  b u t  who a ls o  a c t i v e l y  e n c o u ra g e s  
o th e r s  t o  p a t r o n is e  t h e : . s e r v i c e ,
F i n a l l y ,  th e  s t r e n g th e n in g  -o f  th e  r e l a t i o n s h i p  b e tw e e n - 
c u s to m e r  a nd  com pany th r o u g h  c o n s u m e r -s u rv e y  fe e d b a c k  can  
s e rv e  th e  f i n e s t  id e a ls  o f  th e  d i s c i p l i n e  o f  m a r k e t in g .  
A id in g  th e  hum an p ro b le m  s o l v in g  t h a t  goes on a t  th e  l o c a l  
l e v e l  h e lp s , b r i n g  b u s in e s s  a c t io n  c lo s e r  t o  th e  i n d i v i d u a l  
n e e d s  a nd  d e s i r e s  o f  th e  c u s to m e r .  The s u c c e s s f u l  
m a tc h in g  o f  th o s e  n e e d s  and  d e s i r e s  w i t h  w h a t i s  a c t u a l l y  
d e l i v e r e d  i s  th e  h e a r t  o f  a  p r o f i t a b l e  co n su m e r b u s in e s s 11.
4 .5  CONCLUSIONS ON NATURE OE QUALITY OE SERVICE, 
DESCRIPTION OE H O SP ITALITY  EXPERIENCES, AND 
CUSTOMER.FEEDBACK
The c o n c lu s io n s  d ra w n  f ro m  an  e x a m in a t io n  o f  the n a tu r e  
o f  th e  q u a l i t y  o f  s e r v ic e ,  w ays o f  d e s c r ib in g  a 
h o s p i t a l i t y  e x p e r ie n c e  a nd  c u s to m e r  fe e d b a c k  a r e :
1 ) A l th o u g h  th e  in d u s t r y  i s  c o n c e rn e d  w i t h  th e  o f f e r i n g s  
o f  th e  ! m e a l e x p e r ie n c e 1 and  th e  ’ lo d g in g  e x p e r ie n c e ’ 
t h e r e  i s  a  n e e d  t o  be  m ore  p r e c is e  a b o u t  th e  n a tu r e  
o f  th e  o f f e r i n g s  o f  e a c h  u n i t  t o  i t s  m a in  m a rk e t  
s e g m e n ts .
2 )  T h e re  i s  a  n e e d  t o  u se  w ays o f  d e te r m in in g  th e  
o f f e r i n g  b a s e d  on th e  i n t e r n a l i s e d  s ta n d a r d s  o f  a 
r e p r e s e n t a t iv e  sa m p le  o f  co n su m e rs  o f  a p a r t i c u l a r  
m a rk e t  s e g m e n t. The d e g re e  o f  c o m m o n a lity  o f  th e s e  
i n t e r n a l i s e d  s ta n d a r d s  w i l l  d e te rm in e  th e  d e g re e  o f  
s t a n d a r d is a t io n  and  f l e x i b i l i t y  r e q u i r e d  f ro m  th e  
s e r v ic e  s y s te m .
3 )  A ny  d e s c r i p t i o n  n e e d s  t o  in c lu d e  th e  p u rp o s e  o f  th e  
e x p e r ie n c e  and  th e  t a n g ib le  and  i n t a n g ib le  e le m e n ts  
t h a t  s u r ro u n d  i t .  T a n g ib le  e le m e n ts  ca n  be 
s p e c i f i e d  o r  i n t e r n a l i s e d ,  th e  i n t a n g ib le  may be 
d e s c r ib e d  as a p r o c e d u r e ,  a . s p e c i f i c a t i o n  o f  th e  
t a n g ib le  b e a r e r s  o f  th e  e le m e n t ,  o r  i n t e r n a l i s e d
(a  c a l i b r a t i o n  o f  a  hum an b e a r e r ) .
T h e re  i s  a  n e e d  t o  d e s c r ib e  th e  se q u e n ce  o f  m in i ­
e x p e r ie n c e s  and  th e  t o t a l i t y  o f  th e  e x p e r ie n c e ,  and  
t o  ta k e  c a re  i n  d i s t i n g u i s h i n g  b e tw e e n  c u s to m e rs  
p r e fe r e n c e s ,  c u s to m e rs  e x p e c ta t io n s  and  f a c t o r s  
w h ic h  le a d  t o  c u s to m e r  s a t i s f a c t i o n .
The d e s c r ip t i o n  n e e d s  t o  ta k e  i n t o  'a c c o u n t  th e  
i n t e r a c t i o n  b e tw e e n  th e  c o n su m e r and  th e  s e r v ic e  
s y s te m  d u r in g  th e  c o n s u m p t io n  o f  th e  s e r v i c e .
P e rs o n a l c o n s t r u c t  t h e o r y  a nd  r e p e r t o r y  g r i d  
t e c h n iq u e s  may f u l f i l  t h e  a b o ve  n e e d s .
The l e v e l  o f  c u s to m e r  s a t i s f a c t i o n  i s  n o t  know n i n  
m o s t e s ta b l is h m e n ts  a nd  t h a t  t h e r e  may b e  a d v a n ta g e  
i n  g i v i n g  m ore e m p h a s is  t o  t h i s  t o  in c r e a s e  r e p e a t  
b u s in e s s  and  le s s  t o  s a le s  p r o m o t io n .
C om pan ies  a re  u n a b le  t o  d i s t i n g u i s h  b e tw e e n  th e  lo n g  
te rm  fe e d b a c k  n e e d s  o f  s e n io r  m anagem ent a n d  th e  
s h o r t  te rm  n e e d s  o f  th o s e  c o n c e rn e d  w i t h  
o p e r a t io n a l  t r a n s a c t io n s  a n d  a re  a ls o  u s in g  th e  
w ro n g  m e a s u re s  ; ( a s y m e t r ic :  good  ta k e n  f o r  g r a n te d ,
p o o r  -  n e g a t i v e ) .
P r e s e n t  s y s te m s  may be  i n e f f e c t i v e  b e c a u s e :
co n su m e rs  h a v e  l i t t l e  c o n f id e n c e  a c t io n  w i l l  be  
ta k e n ;
m e a su re s  a re  p r o d u c t  r a t h e r  th a n  m a rk e t  o r ie n t a t e d
no p r o v is i o n  f o r  r e l a t i v e  im p o r ta n c e  o f  e le m e n ts ; .
im p o s s ib le  t o  t a b u la t e  d a ta ;
s t a t i s t i c a l  v a l i d i t y  i s  q u e s t io n a b le .
A fe e d b a c k  s y s te m  f ro m  a m anagem ent p e r s p e c t iv e
s h o u ld  be  d e s ig n e d
f o r  .a s p e c i f i c  p r o p e r t y  p r e f e r a b ly  on  a 
s ta n d a r d is e d  b a s is  so t h a t  u n i t s  ca n  be c o m p a re d ;
t o  p r o v id e  t im e ly  o p e r a t io n a l  in f o r m a t io n  on 
co n su m e r n e e d s ,  c u s to m e r  s a t i s f a c t i o n  and  
o p e r a t io n a l  p e r fo rm a n c e  on a t r a n s a c t i o n  f o r  
t r a n s a c t i o n  b a s is ;
t o  fo c u s  a t t e n t i o n  on w h e re  r e m e d ia l  a c t io n  i s  
r e q u i r e d ;
t o  p r o v id e  t im e ly  m anagem ent in f o r m a t i o n  on 
co n su m e r p r e f e r e n c e s ,  s a t i s f a c t i o n  and  b e h a v io u r ,  
th e  l i k e l i h o o d  o f  r e p e a t  b u s in e s s ,  o v e r a l l  
o p e r a t io n a l  p e r fo rm a n c e ;
to provide information on trends;
t o  be  r e l i a b l e  and  r e p r e s e n t a t i v e ;  
t o  be  in e x p e n s iv e  and  p r a c t i c a l  
and  f ro m  a c o n s u m e r ’ s p e r s p e c t iv e  b e : 
s im p le  a nd  i n t e r e s t i n g ;
a l lo w  im m e d ia te  re s p o n s e  when c o n su m e r w is h e s  t o ;  
a n o n y m ity ;
c r e d i b i l i t y  ( i e  b e l i e f  t h a t  a c t io n  w i l l  be t a k e n ) .  
A c u s to m e r  fe e d b a c k  s y s te m  h a s  th e  f o l l o w i n g  w id e r  
b e n e f i t s :
in d ic a t e s  c o n c e rn  f o r  c o n su m e rs  t o  c o n su m e rs  
in d ic a t e s  c o n c e rn  f o r  co n s u m e rs  t o  s t a f f  
c a n v a s s e s  o p in io n  o f  v a lu e  t o  m a r k e te e r s .
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CHAPTER 5 QUALITY OF SERVICE IN  CONTEXT OF 
ORGANISATION THEORY
5 .1  INTRODUCTION
T h is  r e s e a r c h  s e t  o u t  t o  e s t a b l i s h  m e chan ism s f o r  
d e te r m in in g  i n  th e  h o t e l  and  c a t e r in g  i n d u s t r y  q u a l i t y  
s ta n d a r d s  f o r  c u s to m e rs ,  how  th e s e  ca n  be  t r a n s la t e d  i n t o  
o p e r a t io n a l  s ta n d a r d s  and  s z ib s e q u e n t ly  m a in ta in e d .  The 
l i t e r a t u r e  s u rv e y e d  i n  th e  p r e v io u s  p a g e s  h a s  b e e n  
r e le v a n t  t o  th e  f i r s t  p a r t  o f  d e te r m in in g  th e  n a tu r e  o f  
q u a l i t y  i n  th e  h o t e l  a nd  c a t e r in g  in d u s t r y .  Now i t  i s  
p ro p o s e d  t o  e xa m in e  l i t e r a t u r e  w h ic h  i s  r e le v a n t  t o  
e s t a b l i s h i n g  m echan ism s  o f  how q u a l i t y  s ta n d a r d s  f o r  
c u s to m e rs  ca n  be m a in t a in e d .  Two a re a s  w h ic h  a re  
p a r t i c u l a r l y  r e le v a n t  a re ” o r g a n is a t io n  t h e o r y 'a n d  
m anagem ent f u n c t i o n s •
T h is  c h a p te r  i s  c o n c e rn e d  w i t h  o r g a n is a t io n  t h e o r y  and  
i t s  p u rp o s e  i s  t o  t r y  a nd  u n d e r s ta n d  th e  f a c t o r s  o f  
o r g a n is a t io n  t h a t  may d i r e c t l y  o r  i n d i r e c t l y  a f f e c t  
q u a l i t y ,  so t h a t  th e  a f f e c t  o f  change  i n  a n y  o f  th e s e  
f a c t o r s  i n  q u a l i t y  c a n  be p r e d ic t e d  m ore  a c c u r a t e l y  th a n  
a t  p r e s e n t .
5 .2  THEORY OF ORGANISATIONS
T h e re  i s  a w id e  ra n g e  o f  l i t e r a t u r e  on t h e o r ie s  and 
c o n c e p ts  o f  o r g a n is a t io n  w r i t t e n  f ro m  m any p e r s p e c t i v e s ,  
b a s e d  on a n um be r o f  d i f f e r e n t  d i s c i p l i n e s  i n c lu d in g  
p h i lo s o p h y ,  p o l i t i c s ,  s o c io lo g y ,  e c o n o m ic s , la w ,  
e n g in e e r in g  and  m a th e m a tic s  ( 1 ) .  Wood and K e l l y  ( 2 )  p ro p o s e  
t h a t  th e s e  p e r s p e c t iv e s  f a l l  i n t o  t h r e e  b ro a d  a p p ro a c h e s  
b a s e d  on w h e th e r  s o c i e t y ,  th e  o r g a n is a t io n  o r  th e  
i n d i v i d u a l  i s  ta k e n  as  th e  s t a r t i n g  p o in t  f o r  a n a ly s is  *
An i n i t i a l  r e a c t io n  i n  e x a m in in g  th e  l i t e r a t u r e  i s  t h a t  
t h e r e  does n o t  a p p e a r  t o  "be a  c o n s e n s u s  on th e  n a tu r e  o f  
o r g a n is a t io n s *  B la u  e t  a l  ( 3 )  s u b m it  t h a t :
"F o rm a l o r g a n is a t io n s  h a v e  b e e n  e s t a b l is h e d  f o r  th e  
e x p l i c i t  p u rp o s e  o f  a c h ie v in g  . c e r t a in  g o a ls " .
I n  c o n t r a s t  E t z i o n i  ( 4 ) s t a t e s :
" I t  seems d o u b t f u l  w h e th e r  i t  i s  l e g i t im a t e  t o  c o n c e iv e  
o f  a n  o r g a n is a t io n  as  h a v in g  a  g o a l ,  e x c e p t  w h e re  t h e r e  
i s  an  o n - g o in g  c o n s e n s u s  b e tw e e n  th e  m em bers o f  a n  
o r g a n is a t io n  a b o u t  th 'e  p u rp o s e  o f  t h e i r  i n t e r a c t i o n " .
S i lv e r m a n  ( 5 )  who t r i e s  t o  r e c o n c i le  th e s e  v ie w p o in t s  
a rg u e s  t h a t  o r g a n is a t io n s  u s e :
"T h e  ou tcom e  o f  th e  i n t e r a c t i o n  o f  m o t iv a te d  p e o p le  
a t t e m p t in g  t o  r e s o lv e  t h e i r  own p r o b le m s " .
E ven  th o u g h  t h e r e  a re  d i f f e r e n c e s  o f  v ie w  on th e  p u rp o s e  
o f  an  o r g a n is a t io n ,  i t  i s  p o s s ib le  t o  i d e n t i f y . f r o m  th e s e
o p in io n s  a t  l e a s t  tw o  f a c t o r s  o f  o r g a n is a t io n  w h ic h - may 
a f f e c t  q u a l i t y :  g o a ls  a nd  i n d i v i d u a l  m em bers o f  th e  
o r g a n is a t io n .  A n u m b e r o f  o t h e r  f a c t o r s  w e re  
i d e n t i f i e d  as f u r t h e r  o p in io n s  on  o r g a n is a t io n  t h e o r y  
w e re  e x a m in e d .
B u c k le y  ( 6 )  d e s c r ib e s  a n  o r g a n is a t io n  a s :
"A  c o m p le x  a d a p t iv e  s y s te m  i n  w h ic h  p a t t e r n s  o f  
m e a n in g s , • a c t io n s  and  i n t e r a c t i o n s  a re  c o n t i n u a l l y  
g e n e r a te d ,  e la b o r a te d  a n d  r e s t r u c t u r e d ;  t h a t  i s  w h e re  th e  
s t r u c t u r e  i s  c o n t i n u a l l y  c h a n g in g " .
T h is  u n d e r l in e s  th e  im p o r ta n c e  o f  th e  a c t io n s  and  
i n t e r a c t i o n s  o f  i n d i v i d u a l s  and  i d e n t i f i e s  s t r u c t u r e '  as 
a n  a d d i t i o n a l  f a c t o r ,  he a ls o  im p l ie s  t h a t  t h e r e  i s  a  
s o c i a l  and  c u l t u r a l  e n v iro n m e n t  f a c t o r .  L a u re n c e  and  L o r  
( 7 )  f u r t h e r  e m p h a s is e  some o f  th e s e  f a c t o r s  i n  th e  
f o l l o w i n g ' s t a te m e n t :
"A n  o r g a n is a t io n  i s  th e  c o - o r d in a t i o n  o f  d i f f e r e n t  
a c t i v i t i e s  o f  i n d i v i d u a l  c o n t r i b u t o r s  t o  c a r r y  o u t  
p la n n e d  t r a n s a c t io n s  w i t h  th e  e n v i r o n m e n t " .
D is a g re e m e n t on w h e th e r  c e r t a i n  f a c t o r s  s h o u ld  be 
in c lu d e d  i n  a  d e f i n i t i o n  o f  o r g a n is a t io n  p r o b a b ly  a r is e s  
b e c a u s e  th e  a u th o r s  h a v e  d i f f e r e n t  t y p e s  o f  o r g a n is a t io n s  
i n  m in d .  The d e f i n i t i o n  u s e d  b y  B a rn a rd  ( 8 )  a v o id s  
some o f  th e s e  p ro b le m s  b y  e x c lu d in g  f a c t o r s  w h ic h  may n o t  
a p p ly  t o  a l l  o r g a n is a t io n s .
" . . .  a  s y s te m  o f  c o n s c io u s ly  c o - o r d in a t e d  a c t i v i t i e s  o r  
f o r c e s  o f  tw o  o r  m ore  p e r s o n s " .
The s i g n i f i c a n c e ,  as  f a r  as  q u a l i t y  i s  c o n c e rn e d ,  i s  t h a t  
a n  o r g a n is a t io n  i s  c o n t i n u a l l y  'e v o lv i n g .  As i t s  
i n d i v i d u a l  c o n t r i b u t o r s  ch a n g e  u n c e r t a i n t y  i s  g e n e ra te d  
w h ic h  m akes i t  m ore  d i f f i c u l t  t o  m a in t a in  q u a l i t y .
D i f f e r e n c e s  a re  e x p re s s e d  on  th e  d e f i n i t i o n  o f  
o r g a n is a t io n  t h e o r y .  Bowey ( 9 )  im p l ie s  i t  i s  c o n c e rn e d  
w i t h  u n d e r s ta n d in g ,  e x p la in in g  a n d  p r e - d i c t i n g  hum an 
b e h a v io u r  i n  o r g a n is a t io n s .  W h i l s t , ' S i lv e r m a n  ( 1 0 )  
s u g g e s ts  t h a t  o r g a n is a t io n  t h e o r y  e x p la in s  w hy 
o r g a n is a t io n s  a re  as  th e y  a r e ,  a nd  e xa m in e  th e  f a c t o r s  
t h a t  make them  c h a n g e . T h is  a g a in  r a is e s  th e  q u e s t io n  
o f  w h a t f a c t o r s  a re  im p o r t a n t  i n  g a in in g  a n  u n d e r s ta n d in g  
o f  o r g a n is a t io n s  and  th e  l i k e l y  e f f e c t  o f  c h a n g in g  th e s e  
f a c t o r s .  I t  a ls o  r a is e s  th e  q u e s t io n  o f  w h e th e r  th e  
t h e o r y  em braces  th e  e f f e c t  on  s o c ie t y ,  th e  o r g a n is a t io n s  
o r  th e  i n d i v i d u a l s  who p a r t i c i p a t e  i n  th e  o r g a n is a t io n .
E a r ly  t h e o r i s t s  i n  t r y i n g  t o  e s t a b l i s h  a t h e o r y  o f  
o r g a n is a t io n s  h a ve  assummed t h a t  th e  p r i n c i p l e s  o f  s u c h  a . 
t h e o r y  c o u ld  be a p p l ie d  t o  a l l  k in d s  o f  o r g a n is a t io n s ( 1 1 ) ,  
As s u c h  t h e o r ie s  w e re  e v o lv e d ,  t e s t e d  and  fo u n d  w a n t in g  
some t h e o r i s t s  f e l t  t h a t  t h i s  was b e c a u s e  th e  p r i n c i p l e s  
h a d  n o t  y e t  b e e n  p r o p e r l y  i d e n t i f i e d  and  c o n t in u e d  t o  
s e e k  f o r  t r u e  p r i n c i p l e s .  O t h e r s . s u g g e s te d  t h a t  a
t h e o r y  w o u ld  o n ly  a p p ly  t o  s i m i l a r  t y p e s  o f  o r g a n is a t io n s  
and  b e g a n  t o  s u g g e s t  c l a s s i f i c a t i o n s  o f  o r g a n is a t io n s  f o r  
w h ic h  t h e o r ie s  c o u ld  be  e v o lv e d  a nd  a p p l ie d  ( 1 2 ) .
S i lv e r m a n  (1 3 )  ta k e s  a  r a t h e r  d i f f e r e n t  v ie w  and  s t a te s  
th e r e  i s  n o t  one t h e o r y  b u t  m any t h e o r ie s  o f  
o r g a n is a t io n s  w h ic h  d e a l d i f f e r e n t l y  w i t h  th e  m a cro  
is s u e s  in v o lv e d  i n  a c o m p a r a t iv e  s t u d y .
Bowey (1 4 )  s u g g e s ts  th e  d e v e lo p m e n t o f  o r g a n is a t io n  
t h e o r y  h a s  f o l lo w e d  t h r e e  d i f f e r e n t  p a th s  i n  w h ic h  she 
d e t e c t s  a c o n v e rg e n c e  o f  o p in io n :  s y s te m s  t h e o r y ;  
c o n t in g e n c y  t h e o r y ;  and  a c t io n  t h e o r y .
S ys tem s t h e o r y ,  w h ic h  h a s  e v o lv e d  f ro m  th e  s c i e n t i f i c  
s tu d y  o f  l i v i n g  o rg a n is m s  w hen a p p l ie d  t o . o r g a n is a t io n  
t h e o r y  h a s  b e e n ’ d e f in e d  b y  S i lv e r m a n  ( 1 5 ) :
" O r g a n is a t io n s  a re  com posed o f  a  s e t  o f  in d e p e n d e n t  p a r t s  
o r g a n is a t io n s  h a ve  n e e d s  f o r  s u r v i v a l ;  a nd  o r g a n is a t io n s ,  
as  s y s te m s  b e h a v e  a nd  ta k e  a c t i o n s " .
The l i m i t a t i o n s  o f  t h i s  t h e o r y  i d e n t i f i e d  b y  B u c k le y  ( 1 6 )  
a r e :
"M a tu re  o rg a n is m s  c a n n o t  chan ge  t h e i r  g iv e n  s t r u c t u r e  
b e y o n d  v e r y  n a r ro w  l i m i t s  and  s t i l l  r e m a in  v i a b l e ,  
w h e re a s  t h i s  c a p a c i t y  i s  p r e c i s e l y  w h a t d i s t i n g u i s h e s  
s o c i o - c u l t u r a l  s y s te m s " .
M i l l e r  and  R ic e  (1 7 )  im p ly  t h a t  t h i s  c r i t i c i s m  a r is e s  
b e c a u s e  s y s te m s  t h e o r i s t s  a re  o v e r ly  a b s t r a c t ,  r a t h e r  
th a n  t r e a t i n g  th e  b i o l o g i c a l  n o t io n  o f  a  s y s te m  as th o u g h  
i t  i s  m e re ly  an  a n a lo g y ,  o r  m o d e l.
C o n t in g e n c y  t h e o r y ,  S h a m ir  (1 8 )  s u g g e s ts ,  i s  b a s e d  on 
th e  c la im  t h a t  e c o n o m ic  o r g a n is a t io n s ,  i n  o r d e r  t o  
s u c c e e d , a d a p t t h e i r  s t r u c t z i r e  and . mode o f  o p e r a t io n s  t o  
th e  n a tu r e  o f  t h e i r  s p e c i f i c  t a s k s ,  t o  th e  te c h n o lo g y  
a v a i l a b le  f o r  th e  e x e c u t io n  o f  th e s e  ta s k s  a nd  t o  v a r io u s
e n v ir o n m e n ta l  c o n s t r a in t s .  B u rn s  and  S t a l k e r  (1 9 )  
d e v e lo p e d  th e  c o n c e p t  t h a t  a m e c h a n is t ic  s y s te m  o f ' 
m anagem ent p r a c t i c e  was a p p r o p r ia t e  t o  a f i r m  i n  a  s t a b le  
e n v iro n m e n t  and  an  o r g a n ic  s y s te m  a p p r o p r ia t e  t o  a 
c h a n g in g  e n v ir o n m e n t .
The l i m i t a t i o n  o f  c o n t in g e n c y  t h e o r y  i s  d e s c r ib e d  b y  
C o o p e r (2 0 )  w hen he  s u b m its  t h a t :
"T h e  im p o s i t i o n  o f  a s t r u c t u r e  w i t h o u t  p a y in g  a d e q u a te  
a t t e n t i o n  t o  th e  i n t e r a c t i o n  o f  i n d i v i d u a l s ,  f r o m  w h ic h  
th e  s t r u c t u r e  i s  c r e a t e d " .
C o n t in g e n c y  t h e o r y  i s  now c o n c e rn e d  w i t h  b o th  s t r u c t u r e  
and  th e  r e s u l t i n g  i n t e r a c t i o n s  b e tw e e n  i n d i v i d u a l s .
A c t io n  t h e o r y  a ls o  ta k e s  t h i s  i n t e r a c t i o n  in t o / a c c o u n t  
and  i s  b a s e d , as  Bowey ( 2 1 )  s u g g e s ts ,  on th e  a s s u m p t io n  
t h a t  s o c io lo g y  i s  m ore  c o r r e c t l y  c o n c e rn e d  w i t h  ’ m e a n in g fu l  
a c t i o n ’ th a n  w i t h  b e h a v io u r .  T h is  comes f ro m  th e  
r e a l i s a t i o n  t h a t  c o n c e n t r a t in g  on b e h a v io u r  a lo n e ,  th e  
s o c i o l o g i s t  i s  n o t  a b le  t o  make a c c u r a te  p r e d i c t i o n s  o f  
th e  w ay i n  w h ic h  p e o p le  w i l l  re s p o n d  t o  one a n o th e r  i n  a'n 
i n t e r a c t i o n  s i t u a t i o n .
B e fo r e  d is c u s s in g  w h e th e r  s y s te m , c o n t in g e n c y  o r  a c t io n  
t h e o r y  o r  a  c o m b in a t io n  may be h e l p f u l  i n  u n d e r s ta n d in g  
q u a l i t y ,  a t t e n t i o n  n e e d s  t o  be g iv e n  t o  th e  v ie w  t h a t  t o  
s e e k  a t h e o r y  o r  t h e o r ie s  i s  in a p p r o p r ia t e  f o r  g a in in g  a n  
u n d e r s ta n d in g  i n  th e  s o c i a l  s c ie n c e s ,  and  t h a t  i t  i s  m ore 
u s e f u l  t o  e v o lv e  c o n c e p ts  a b o u t  o r g a n is a t io n s .
B r a d le y  and  W i l k ie  ( 2 2 )  u n d e r l in e  t h i s  a rg u m e n t i n  th e  
f o l l o w i n g  s ta te m e n t :
t h e r e  i s  now in c r e a s in g  r e a l i s a t i o n  t h a t  we c a n n o t  
e a s i l y  b u i l d  a s c ie n c e  o f  o r g a n is a t io n  b y  d e c id in g  to  go 
o u t  i n t o  th e  w o r ld  and  c o l l e c t  a num be r o f  f a c t s ,  c l a s s i f y
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th e m , p r e p a re  h y p o th e s e s  a b o u t  th e s e  f a c t s  and. c r e a te  a 
t h e o r y  on  th e  s u c c e s s f u l  h y p o th e s e s .  A t  th e  f i r s t  s ta g e ,  
we a re  s to p p e d  b y  th e  d i f f i c u l t y  o f  b e in g  s u re  w h a t a  f a c r  
a c t u a l l y  i s .  I t  i s  n o t  s u f f i c i e n t  t o  i n d ic a t e  t h a t  f a c t s  
a re  w h a t i s  O u t t h e r e ,  d a ta  w h ic h  we s im p ly  r e c o r d .  W hat 
we n e e d  i s  a  c o n c e p tu a l  f ra m e w o rk  t o  o r g a n is e  o u r  
e x p e r ie n c e s  o f  t h i s  so c a l l e d  d a ta ,  we n e e d  a  la n g u a g e  i n  
w h ic h  t o  r e c o r d  th e  d a ta ,  b u t  th e  la n g u a g e  i t s e l f  d i c t a t e s  
p e r c e p t io n  o f  th e  d a t a .  I f  y o u  l i k e  we a p p ro a c h  t h e '  
w o r ld  w i t h  some p r e c o n c e p t io n s  o f  w h a t i t  i s  we a re  
lo o k in g  f o r ;  th e s e  p r e c o n c e p t io n s  o r g a n is e  th e  d a ta  i n t o  
f a c t s .  To p u t  i t  y e t  a n o th e r  w ay i t  i s  n o t  th e  case  
t h a t  we f i r s t  c o l l e c t  a  l o t  o f  f a c t s  and  in c o r p o r a t e  th e m  
i n t o  c o n c e p ts .  The p ro c e s s  i s  m ore  i n t e r a c t i o n a l ,  
c o n c e p ts  in f o r m in g  u s  w h a t w i l l  c o n s t i t u t e  a f a c t ,  a nd  th e  
f a c t s  r e d e f i n i n g  th e  c o n c e p ts " .
I t  i s  n o t  th e  p u rp o s e  o f  t h i s  r e s e a r c h . t o  s u g g e s t  y e t  
a n o th e r  o r g a n is a t io n  t h e o r y  o r  c o n c e p t .  H o w e v e r, i t  i s  
th o u g h t  n e c e s s a ry  t o  e v o lv e  a  t e n t a t i v e  m o d e l f o r  
s e r v ic e  o r g a n is a t io n s  w h ic h  p r o v id e s  a  l i n k  w i t h  th e  
e n v iro n m e n t  a nd  th e  a c t io n s  o f  th e  i n d i v i d u a l s  in v o lv e d .  
I t  i s  a ls o  im p o r t a n t  t o  e x a m in e  th e  f a c t o r s  i d e n t i f i e d  i n  
th e  t h e o r ie s  and  c o n c e p ts  a l r e a d y  d is c u s s e d  a s  th e s e  
f a c t o r s  p r o b a b ly  a f f e c t  q u a l i t y  and  w i l l  n e e d  t o  be 
in c o r p o r a te d  i n  a n y  m o d e l e v o lv e d .
The f a c t o r s  o r  v a r ia b le s  w h ic h  a  num be r o f  t h e o r i s t s  h a ve  
i d e n t i f i e d  as  th o s e  w h ic h  cha n g e  o r g a n is a t io n s  h a v e  b e e n  
s u m m a ris e d  i n  T a b le  5 . 1 •  An e x a m in a t io n  o f  th e s e  
s u g g e s te d  a  u s e f u l  c l a s s i f i c a t i o n  f o r  th e  p u rp o s e s  o f  
t h i s  r e s e a r c h  and  a n  i n d i c a t i o n  o f  how t h i s  was e v o lv e d  
i s  g iv e n  i n  T a b le  5 . 2 .
The in f l u e n c e  e a c h  o f  th e s e  v a r ia b le s  may h a v e  on q u a l i t y ,  
as  s u g g e s te d  b y n th e  l i t e r a t u r e ,  f o l l o w s .  M uch o f  th e  
l i t e r a t u r e  te n d s  t o  p a i r  th e s e  v a r ia b le s  when d is c u s s in g  
t h e i r  i n t e r a c t i o n .  I t  i s  s u g g e s te d  as t h e r e  a re  
i n t e r a c t i o n s  b e tw e e n  a l l  o f  th e  e le m e n ts  t h a t  t h i s  c a n  be 
m is le a d in g .  The i n t e r a c t i o n  o f  th e s e  v a r ia b le s  i s  
e x a m in e d  i n  th e  r e s e a r c h .
Table 5.
A u th o r
M i l l e r  & 
(1 9 6 7 )
Thom pson
(1 9 6 7 )
L a u re n c e
(1 9 6 9 )
K y n a s to n
(1 9 7 0 )
Rackham  <
B r a d le y
(1 9 7 4 )
Bow ey
(1 9 7 6 )
Shaw
(1 9 7 8 )
F a c to r s  i d e n t i f i e d  i n  d i f f e r e n t  t h e o r ie s  and  
c o n c e p ts  w h ic h  may a f f e c t  q u a l i t y
F a c to r s
S o c ia l  
T e c h n ic a l
S t r u c t u r e  
E n v iro n m e n t  
T e c h n o lo g y  
'V a r i a b l e  hum an '
C o n t r o l
A d m in is t r a t i v e  p ro c e s s
I n t e r f a c e  i n d i v i d u a l  and  o r g a n is a t io n  
I n t e r f a c e  o r g a n is a t io n  a n d  e n v iro n m e n t  
I n t e r f a c e  g ro u p s  i n  o r g a n is a t io n  
I n t e r f a c e  i n d i v i d u a l s  i n  o r g a n is a t io n
T e c h n o lo g y
A d m in is t r a t i o n  /
W oodw ard C o n t r o l  s y s te m s  
T e c h n o lo g y
G o a ls
S t r u c t u r e
T e c h n o lo g y
E n v iro n m e n t
R o le  a n d  r e l a t i o n s h i p s
S t r u c t u r e
P ro c e s s
O r g a n is a t io n a l  d e s ig n  
M anagem ent c o n t r o l  
O p e r a t io n a l  c o n t r o ls
R ic e
& L o rs c h
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5 .3  ENVIRONMENT
B r a d le y  a nd  W i l k ie  (2 3 )  a rg u e  t h a t  an  o r g a n is a t io n  i s  an  
i s l a n d  and  t h a t  t o  e x p la in  w hy a n  o r g a n is a t io n  h a s  
d e v e lo p e d  and  p re s u m e a b ly  t o  be  a b le  t o  p r e d i c t  how i t  may 
d e v e lo p  i n  th e  f u t u r e  one m u s t lo o k  a t t th e  ,l e g a l ,  
p o l i t i c a l ,  s o c i a l ,  c u l t u r a l  a n d  o r g a n is a t io n a l  
e n v iro n m e n ts  w i t h i n  w h ic h  th e  o r g a n is a t io n  h a s  i t s  p la c e ,  
Adam e t  a l  ( 2 4 )  i d e n t i f y  s i m i l a r  a r e a s . o f  s o c i a l ;  l e g a l /  
p o l i t i c a l ;  e c o n o m ic  a n d ; t e c h n o lo g i c a l ,  w h ic h  th e y  
d e s c r ib e  as  e n v i r o n m e n ta l  c h a r a c t e r i s t i c s  a nd  c o n s t r a in t s .  
T h e i r  r e l a t i v e  im p o r ta n c e  i t . i s  s u g g e s te d  d e p e n d s  on th e  
p a r t i c u l a r  f i r m  and  i n d u s t r y .  .
Thom pson ( 2 5 )  s u g g e s ts  t h a t  th e  e n v iro n m e n t  is -  e v e r y t h in g  
e x t e r n a l  t o  th e  o r g a n is a t io n .  He th e n  c l a s s i f i e s  th e s e  
e x t e r n a l  f a c t o r s  u n d e r  tw o  h e a d in g s .  The ta s lc  . .
e n v iro n m e n t  w h ic h  a re  r e le v a n t  t o  g o a l s e t t i n g  ( i . e .  
c u s to m e rs ;  s u p p l ie r s  o f  m a t e r i a l s ;  la b o z i r ;  c a p i t a l  
e q u ip m e n t and  w o rk  s p a c e ; c o m p e t i t o r s  f o r  m a rk e ts .a n d  
r e s o u r c e s ;  r e g u la t o r y  g r o u p s :  g o v e rn m e n t a g e n c ie s ,  u n io n s  
t r a d e  a s s o c ia t io n s ;  a n d  a c h ie v e m e n t .  The g e n e r a l  
e n v iro n m e n t  w h ic h  n o t  o n ly  d e te r m in e s  th e  p a t t e r n s  o f  
c u l t u r e  b u t . a l s o  r e p r e s e n t s  p o t e n t i a l  f o r  t h e  t a s k  
e n v ir o n m e n t .
K a tz  a nd  Kahn (2 6 )  i d e n t i f i e s  o r g a n is a t io n a l  s u b -s y s te m s  
as n e c e s s a ry  o r g a n is a t io n a l  co m p o n e n ts  u s e d  t o  h e lp  
th e  o r g a n is a t io n  cope  w i t h  i t s  e n v ir o n m e n t .  These tw o  
s u b -s y s te m s  a re  th e  s u p p o r t iv e  s t r u c t u r e  a nd  a d a p t iv e  
s t r u c t u r e s .  The s u p p o r t iv e  s t r u c t u r e s  a re  d e s ig n e d  t o  
p r o v id e  c o n t in u in g  s o u rc e s  o f  i n p u t .  The s u p p o r t iv e  
s t r u c t u r e s  a re  a ls o  n e c e s s a r y  o r  h e l p f u l  i n  m a in t a in in g  
and f u r t h e r i n g  a  f a v o u r a b le  e n v ir o n m e n t .  The a d a p t iv e  
s t r u c t u r e s  a re  s e e n  as  h e lp in g  th e  o r g a n is a t io n  g e n e ra te  
a p p r o p r ia t e  re s p o n s e s  t o  e x t e r n a l  c o n d i t io n s .
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B e c k h a rd  (2 7 )  u s e s  e n v iro n m e n t  t o  d e s c r ib e  . b o t h . i n t e r n a l  
a nd  e x t e r n a l  f a c t o r s ,  w h ic h  le a d s  t o  some c o n f u s io n .
T h is  i s  i l l u s t r a t e d  b y  S h a m ir  ( 2 8 )  when d is c u s s in g  th e  
e n v iro n m e n t  o f  a n  ‘h o t e l .  T h is  c o n fu s io n  i s  a v o id a b le  i f  
one u s e s  th e  d i s t i n c t i o n  made b y  S te e le  (2 9 )  w h e re  he u s e s  
'e n v ir o n m e n t  t o 'd e s c r ib e  e x t e r n a l  f a c t o r s  and  s e t t i n g  t o  
d e s c r ib e  th e  i n t e r n a l  p h y s i c a l  a n d  s o c i a l  f a c t o r s .
I n  l i s t i n g  a re a s  o f  chan ge  i n  th e  e x t e r n a l  e n v iro n m e n t  
B e c k h a rd  (3 0 )  i l l u s t r a t e s  how  d iv e r s e  a n d  d y n a m ic  th e s e  ca n  
b e :  th e  k n o w le d g e  e x p lo s io n ;  th e  c o m m u n ic a t io n s  e x p lo s io n  
and  th e  g ro w th  o f  p r o f e s s io n a l i s m ;  th e  i n t e r n a l i z a t i o n  o f  
m a r k e ts ;  s h o r t e r  p r o d u c t  l i f e ;  in c r e a s in g  s ig n i f i c a n c e  o f  
m a r k e t in g ;  r e l a t i o n s h i p  o f  l i n e  a nd  s t a f f ;  m u l t i p l e  
m e m b e rs h ip s ; th e  c h a n g in g  n a t u r e  o f  w o rk  a n d  t o - d a y ’ s 
c h a n g in g  v a lu e s .
/
S te e le  ( 3 1 )  d e s c r ib e s  an  i n d i v i d u a l ’ s‘ " e n v iro n m e n t  i n  a 
w a y , w h ic h  he s u g g e s ts  a ls o - ,  a p p l ie s  t o  an  o r g a n is a t io n , -  
w h ic h  g iv e s  a n o th e r  p e r s p e c t i v e :
"A  p e r s o n ’ s e n v iro n m e n t  i s  a  c o m b in a t io n  o f-m a n y  f o r c e s :  
p h y s ic a l  ( te m p e r a tu r e ,  l i g h t  v i s i b l e  t o  h im ,  p h y s ic a l  
o b je c t s ,  o t h e r  l i v i n g  t h i n g s ) ;  s o c i a l • ( n o r m s * o th e r s  h o ld  
a b o u t  how  he and  o th e r s  s h o u ld  b e h a v e , s o c i a l  s t r u c t u r e , '  
m essaged  t h a t  a re  t h e r e  t o  be  r e c e iv e d  i f  he  tu n e s  i n t o  
th e m , a t te m p ts  b y . o th e r s  t o ■in f l u e n c e  h im ) ;  e c o n o m ic  
(m eans f o r  e a r n in g  a l i v i n g ,  g e n e r a l  e c o n o m ic  c o n d i t i o n s ) " .
A c l a s s i f i c a t i o n  p ro p o s e d  b y  S te e le  (3 2 )  i s  b ro k e n  down 
as f o l l o w s :
C u l t u r e ;
G e o p h y s ic a l e n v ir o n m e n t ;
T e c h n o l ig i c a l  e n v ir o n m e n t ;
S o c ia l  e n v ir o n m e n t ;
Settings - technophysical.
I t  i s  i n t e r e s t i n g  t o  n o te  t h a t  e a ch  r e la t e s  t o  c u l t u r e  and  
c h a n g in g  v a lu e s .  T h is  l i n k s  c lo s e ly  w i t h  th e  d im e n s io n  
o f  q u a l i t y  ’ s o c i a l  s y m b o l’ e x a m in e d  i n  C h a p te r  3 .  C h i ld
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(3 .3 ) . s u g g e s ts  . t h a t  th e  r a t e  o f  .ch a n g e  i n  e x t e r n a l  f a c t o r s  
m a y-b e  m ore  im p o r t a n t . t h a n  th e  c o m p le x i t y  as t h i s  i s  w h a t 
g e n e ra te s  u n c e r t a i n t y .
S h a m ir  (3 4 )  s u g g e s ts  i t  i s  th e  h e t e r o g e n e i t y  and  
i n s t a b i l i t y  . o f  i n d i v i d u a l  c u s to m e r^  w i t h i n  , th e  s e t t i n g  o f  
h o t e l s  i s  e q u i v a l e n t . t o  u n c e r t a i n t y  and  i n s t a b i l i t y  i n  th e  
e c o n o m ic  e n v ir o n m e n t .  H o t e ls ,  he  s u g g e s ts ,  h a v e  t o  d e a l 
w - ith  many e x c e p t io n s ,  h a v e  t o  g iv e  a p e r s o n a l  s e r v ic e ,  
have  t o  re s p o n d  t o  v a r y in g  p r e s s u r e s  and  t o  p e r fo r m  ta s k s  
n o t  e a s i l y  d e f in e d  and  c o n t r o l l e d ,  and  c o n c lu d e s :
" . . . .  t h e  h ig h  d e p e n d e n ce  o f  h o t e l s  on t h e i r  c u s to m e rs ,  
p lu s  th e  d i v e r s i f i e d ,  p e r s o n a l  a nd  im m e d ia te  n a tu r e  o f  th e  
s e r v ic e s  t h a t  h a v e  t o  be  p r o v id e d  b y  h o t e l s ,  a l l  p r e s e n t  
h o t e l s  w i t h  tw o  m a jo r  dem ands -  a  demand f o r  f l e x i b i l i t y  
on th e  one h a n d  a nd  a demand f o r  a h ig h  d e g re e  o f  c o n t r o l  
and  c o - o r d in a t i o n  on  th e  o t h e r "  ( 3 5 ) .  ,
S h a m ir  assum es t h a t  a l l  h o t e l s  o p e ra te  i n  an  u n c e r t a in  
e n v ir o n m e n t ,  a l th o u g h  t h i s  c o n f l i c t s  w i t h  h i s  v ie w s  on 
s t a n d a r d i s a t io n .  He f a i l s  t o  r e a l i s e  th e  e n v iro n m e n t  w i l l  
dep end  u p o n  th e  n a tu r e  o f  th e  c u s to m e rs  and  t h e i r  p u rp o s e  
i n  u s in g  a  h o t e l .
Thom pson (3 6 )  h i g h l i g h t s  th e  p ro b le m s  c r e a te d  b y  u n c e r t a i n t y  
and  s u g g e s ts  t h a t  an  o r g a n is a t io n  s h o u ld  a im  t o  rem o ve  as 
much u n c e r t a in t y  as  p o s s ib le ,  w h i l s t  r e m a in in g  s u f f i c i e n t l y  
f l e x i b l e  t o  a d a p t  t o  th e  sp e e d  o f  change  i n  th e  e n v ir o n m e n t .
He (3 7 )  a ls o  in d ic a t e s  some o f  th e  w ays an  o r g a n is a t io n  
does  t h i s .  He s u g g e s ts  o r g a n is a t io n s  s e e k  t o  s e a l  o f f  
t h e i r  c o re  a c t i v i t i e s  f r o m  e n v i r o n m e n ta l  in f l u e n c e s .
S in c e  c o m p le te  c lo s u r e  i s  im p o s s ib le  t h e y  s e e k  t o  b u f f e r  
e n v ir o n m e n ta l i n f l u e n c e ,  w h e re v e r  p o s s ib le ,  b y  s u r r o u n d in g  
t h e i r  t e c h n i c a l  a c t i v i t i e s  w i t h  in p u t  and  o u tp u t  b u f f e r s  
(e g  s t o r i n g  ra w  m a t e r ia ls  and  f i n i s h e d  g o o d s ) .
Becazise B u f f e r in g  does  n o t  h a n d le  a l l  v a r i a t i o n s  i n  an  
u n s te a d y  e n v iro n m e n t ,  Thom pson (3 8 )  a rg u e s  t h a t  
o r g a n is a t io n s  s e e k  t o  sm o o th  in p u t 'a n d  o u tp u t  t r a n s a c t i o n s ,  
and  t o  a n t i c i p a t e  and  a d a p t  t o  e n v ir o n m e n ta l
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ch a n g e s  w h ic h  c a n n o t  h e  b u f f e r e d  o r  s m o o th e d , a nd  f i n a l l y  
w hen b u f f e r i n g ,  l e v e l i n g ,  a n d  f o r e c a s t i n g  do n o t  p r o t e c t  
t h e i r  t e c h n i c a l  a c t i v i t y  f r o m  e n v ir o n m e n ta l  f l u c t u a t i o n s , 
o r g a n is a t io n s  r e s o r t  t o  r a t i o n i n g .
These a re  m a n o e u v r in g  d e v ic e s  w h ic h  p ro v id e ,  th e  
o r g a n is a t io n  w i t h  some s e l f  c o n t r o l  in te r d e p e n d e n c e  w i t h  
th e  e n v ir o n m e n t .  Thom pson ( 3 9 )  a ls o  r a is e s  an  i n t e r e s t i n g  
s u g g e s t io n  c o n c e r n in g  i n d i v i d u a l s  who a re  r e s p o n s ib le  f o r  
s p a n n in g  t h e • i n t e r - f a c e  b e tw e e n  th e  e n v iro n m e n t  and  th e  
o r g a n is a t io n .  He s u g g e s ts  t h a t  w h e re  th e  e n v iro n m e n t  i s  
s t a b le ,  jo b s  c a n  b e  s t a n d a r d is e d ,  w h e re a s  w hen th e  
e n v iro n m e n t  i s  s h i f t i n g  s u c h  jo b s  r e q u i r e  th e  e x e r c is e  o f  
d i s c r e t i o n .
A n o th e r  d e v ic e  Thom pson ( 4 0 )  s u g g e s ts  i s  f o r  o r g a n is a t io n s  
t o  s c a t t e r  th e  r e s p o n s i b i l i t y  f o r  s p a n n in g  th e  i n t e r - f a c e  
t o  a  n u m b e r o f  s e l f  s u f f i c i e n t  s u b - u n i t s ,  e s p e c ia l l y  when 
s u r v e i l l a n c e  i s  l i m i t e d .  T h is  i s  d is c u s s e d  f u r t h e r  i n  
th e  s e c t io n  c o n c e r n in g  s t r u c t u r e .
The o r g a n is a t io n  v a r i a b l e . o f  th e  e n v iro n m e n t  a p p e a rs  t o  
h a ve  an  e f f e c t  on  q u a l i t y .  T h e re  seem t o  be  t h r e e  
d im e n s io n s :  th e  i n t e r n a l  s e t t i n g  w h e re  th e  i n t e r - f a c e  
b e tw e e n  co n su m e r and  s e r v ic e  s y s te m  ta k e s  p la c e ;  th e  t a s k  
e n v iro n m e n t  w h ic h  p r o v id e s  c o n t in u in g  in p u t s  t o  th e  
s e r v ic e  s y s te m ; a nd  th e  g e n e r a l  e n v iro n m e n t  t o  w h ic h  th e  
o r g a n is a t io n  n e e d s  t o  a d a p t  o v e r  t im e .  A l l  th e s e  
d im e n s io n s  h a ve  an  im p a c t  on  q u a l i t y ,  th e  re s p o n s e  
r e q u i r e d  d e p e n d s  u p o n  th e  d e g re e  o f  u n c e r t a i n t y  i n  e a ch  
o f  th e  d im e n s io n s .  I t  a p p e a rs  t o  be  e s s e n t i a l  t o  
d e te rm in e  th e  d e g re e  and  n a tu r e  o f  u n c e r t a i n t y  w h ic h  
e x i s t s ,  so t h a t  th e  a p p r o p r ia t e  m e ch a n ism s  t o  e n s u re  t h a t  
t h i s  i s  cope d  w i t h  a re  in t r o d u c e d .  The m e ch a n ism s  f o r  
th e  t h r e e  d im e n s io n s  n e e d  t o  in c lu d e  b o th  s u p p o r t iv e  and  
a d a p t iv e  ones and  w i l l  e v o lv e  f ro m  one o r  m ore  o f  th e  
f o l l o w i n g  f o u r  o r g a n is a t io n  v a r i a b le s :  th e  ’ hum an 
v a r i a b l e ’ ; s t r u c t u r e ;  te c h n o lo g y  and  c o n t r o l .
5 .4  GOALS
I t  i s  g e n e r a l l y  assummed t h a t  w hen th e  s u c c e s s  o r  f a i l u r e  
o f  a n  o r g a n is a t io n  i s  “b e in g  d is c u s s e d  t h a t  i t  h a s  g o a ls  
a g a in s t  w h ic h  i t s  s u c c e s s  c a n  he  m e a s u re d . A num be r o f  
o r g a n is a t io n s  t h e o r i s t s  i n c lu d in g  C y e r t  e t  a l  ( 4 1 ) ,  and  
P e rro w  (4 2 )  s u p p o r t  t h i s  v ie w .  On th e  o t h e r  h a n d  
E t z i o n i  (4 3 )  a nd  S i lv e r m a n  ( 4 4 )  s u g g e s t  t h a t  g o a ls  o f  an  
o r g a n is a t io n  a re  th e  a c c u m m u la te d  g o a ls  o f  i t s  i n d i v i d u a l  
m e m b e rs . L a u re n c e  and Larach (45) im p ly  t h a t  th e  g o a ls  o f  a n  
o r g a n is a t io n  a re  d e te r m in e d  b y  a n  in t e r a c t i o n :  b e tw e e n  th e  
e x p e c ta t io n s  o f  th e  e x t e r n a l '  e n v iro n m e n t  and  th e  g o a ls  o f  
th e  i n d i v i d u a l  m e m b e rs .
" I t  i s  d i f f i c u l t  t o  c o n c e iv e  o f  an  a b s t r a c t  o r g a n is a t io n  
h a v in g  g o a ls ,  a nd  m uch e a s ie r  t o  c o n c e iv e  o f  * i n d i v i d u a l  
m em bers h a v in g  g o a ls .  I t  i s  c l e a r ,  h o w e v e r ,  t h a t  n o t  a l l  
m em bers o f  an  o r g a n is a t io n  s h a re  common g o a ls  "o r  a re  
c o m m itte d  t o  th e  same d e g re e .  I t  i s  a ls o  d o u b t f u l  i f  an  
o r g a n is a t io n  w o u ld  be  a b le  t o  m e e t a l l  th e  e x p e c ta t io n s  
made on i t  f r o m  th e  e x t e r n a l  e n v i r o n m e n t " .
A n o th e r  d im e n s io n  r a is e d  b y  S i lv e r m a n  (4 6 )  d ra w s  a t t e n t i o n  
t o  th e  t im e  d im e n s io n s  by . i l l u s t r a t i n g  t h a t  when an  
o r g a n is a t io n  i s  fo u n d e d  i t  w i l l  h a v e  c e r t a i n  g o a ls  
e v o lv e d  b y  i t s  fo u n d e r  m em ber/m em bers  w h ic h  th e n  chan ge  
o v e r  t im e  f o r  a  v a r i e t y  o f  re a s o n s  i n c lu d in g  th e  
a c h ie v e m e n t o f  th e  o r i g i n a l  g o a l ,  th e  c h a n g e s  o f  th e  
i n d i v i d u a l  m em bers a n d  ch a n g e s  i n  th e  o u t s id e  e n v ir o n m e n t .
Thom pson ( 4 7 )  c o n s id e r s  g o a ls  o f  th e  o r g a n is a t io n  as  th e  
f u t u r e  d o m a in s  in te n d e d  b y  th o s e  I n  th e  d o m in a n t  c o a l i t i o n .  
D o m a in s , i n  t h i s  c o n t e x t ,  a re  d e f in e d  a s  c la im s  w h ic h  an  
o r g a n is a t io n  s ta k e s  o u t  f o r  i t s e l f .  T h is  d e f i n i t i o n  
ta k e s  i n t o  a c c o u n t  th e  e n v ir o n m e n t ,  and  I t s  i n d i v i d u a l  
m em bers w h i l s t  r e c o g n is in g  t h a t  th e  g o a ls  a re  d i f f e r e n t  
f r o m  th e  i n d i v i d u a l  g o a ls  o f  i t s  m em b ers .
Bowey (4 8 )  s t r e s s e s  t h a t  th e  i n d i v i d u a l  m em bers ca n  h a v e  
d i f f e r e n t  a t t i t u d e s  t o  o r g a n is a t io n a l  g o a ls ,  f r o m  a t  one 
e x t re m e ,  b e in g  t o t a l l y * c o m m it te d  t o ,  a t  th e  o t h e r  e x t re m e ,
d is a g r e e in g  w i t h  th e  s t a t e d  a im s  h u t  h a v in g  no  o p t io n  h u t  
t o  re m a in  a m em ber.
D a v ie s  (4 9 )  goe s  as  f a r  as  t o  s u g g e s t :
"We do n o t  b e l ie v e  t h a t  u n i t y  o f  p u rp o s e  t o t a l  c o n s e n s u s , 
a n d  c o m p le te  r a t i o n a l i t y  a re  th e  h a l lm a r k s  o f  
o r g a n is a t io n s " •
R o g e rs  ( 5 0 )  a p p e a rs  t o  im p ly  t h a t  t h i s  may be  b e c a u s e  th e  
company* ig n o r e s  d e f i n i n g  i t s  s t r a t e g y  w i t h  a  b ro a d  
q u a l i t a t i v e  s ta te m e n t  o f  th e  c o m p a n y 's  p h i lo s o p h y  o r  
p u r p o s e ,  w h ic h  s p e c i f i e s  w h e re  th e  com pany w i l l  c o n c e n t r a te  
i t s  e f f o r t s ,  i n  te rm s  o f  t y p e s  o f  c u s to m e rs  and  p a r t i c u l a r  
c u s to m e r  n e e d s .
K re c k  (5 1 )  goes  f u r t h e r  a n d  c la im s :  ,
" T h a t  b u s in e s s  p u rp o s e  a n d  b u s in e s s  m is s io n  a re  so 
r a r e l y  g iv e n  a d e q u a te  t h o u g h t  i s  p e rh a p s  th e  m o s t 
im p o r t a n t  s in g le  ca u s e  o f  b u s in e s s  f r u s t r a t i o n  and  
b u s in e s s  f a i l u r e " .
The g o a ls  o f  h o t e l  and  c a t e r in g  e s ta b l is h m a i t s  a re  
d is c u s s e d  b y  C o u s in s  ( 5 2 )  who s u g g e s ts  t h a t  th e  p r im e  
o b je c t i v e  i s  t o  a c h ie v e  c u s to m e r  s a t i s f a c t i o n  ( i . e . 
p r o v id e s  a  s e r v ic e  t h a t  m e e ts  a  n e e d  i n  a n  e n v iro n m e n t  
t h a t  w i l l  c o n t r ib u t e  t o  th e  c u s to m e rs  s a t i s f a c t i o n ) r
C z is to m er s a t i s f a c t i o n  i s  a ls o  fo c u s s e d  on b y  Shaw (5 3 )  
when he p ro p o s e s  t h a t  d e d ic a t io n  t o  c z is to m e r s a t i s f a c t i o n  
a s  p e r c e iv e d  f ro m  th e  c z is to m e rs  own v ie w p o in t  -  i s  an  
e s s e n t i a l  i n g r e d ie n t  f o r  a  s e t  o f  p o l i c i e s  o f  a  s e r v ic e  
o r g a n is a t io n .
He (5 4 )  goes  on t o  s u g g e s t  t h e r e  a r e  m in im a l m a n d a to ry  
o b je c t i v e s  a ro u n d  w h ic h  s e r v ic e  e n t e r p r is e s  s h o z ild  be 
o r g a n is e d  and  t h a t  t h e  q u a l i t y  and  p r o d u c t i v i t y  s h o z ild  be 
in c o r p o r a te d  i n  th e  p r o je c t e d  oz itcom es f o r  a l l  s e r v ic e  
e n t e r p r i s e s •
I t  a p p e a rs  t h a t  th e  v a r ia b le  ’ o r g a n is a t io n  g o a ls  ’ does  
h a v e  an  e f f e c t  on th e  q u a l i t y  o f  s e r v i c e .  The f a c t o r s  
t h a t  h a v e  t h i s  e f f e c t  a r e :
w h e th e r  a  w e l l  d e f in e d  u n d e r s ta n d in g  o f  g o a ls  e x i s t  
i n  th e  d o m in a n t c o a l i t i o n ;  • -
w h e th e r  r e fe r e n c e  t o  c u s to m e r  s a t i s f a c t i o n  and  
q u a l i t y  a re  in c lu d e d  i n  s u c h  g o a ls ; 
w h e th e r  th e  g o a ls  o f  th e  d o m in a n t c o a l i t i o n  a re  i n  
h a rm o n y  w i t h  th e  e n v iro n m e n t  i n  w h ic h  th e  o r g a n is a t io n  
o p e r a te s ;  a nd
th e  d e g re e  o f  c o m m itm e n t t o  th e s e  g o a ls  o f  th e  
i n d i v i d u a l  m em bers o f  th e  o r g a n is a t io n .
5 .5  THE ’ HOMAN VA R IA B LE ’
/
An e x a m in a t io n  o f  th e  tw o  p r e v io u s  v a r ia b le s  c o n c e r n in g  
o r g a n is a t io n ,  e n v iro n m e n t  a nd  g o a ls ,  h a s  a l r e a d y  show n 
how  d i f f i c u l t  i t  i s  t o  d i s t i n g u i s h  b e tw e e n  an  e n v iro n m e n t  
a nd  t h e i r  r e p r e s e n t a t iv e s  a nd  a n  o r g a n is a t io n  a n d  i t s  
i n d i v i d u a l  m em b e rs . T h is  s e c t io n  e x a m in e s  th e  ’ human 
v a r i a b l e ’ o f  an  o r g a n is a t io n ,  f i r s t  f ro m  th e  p e r s p e c t iv e  
o f  someone e m p lo y e d  b y  th e  o r g a n is a t io n ,  s e c p n d  as  a  u s e r  
o f  th e  s e r v ic e s  p r o v id e d  b y  th e  o r g a n is a t io n ,  and  f i n a l l y  
th e  i n t e r a c t i o n  b e tw e e n  th e m * .
5 •1 The e m p lo ye e  as a  ’ hum an v a r i a b l e ’
In 's o m e  c a s e s  th e  l i t e r a t u r e  e x a m in e s  hum an b e h a v io u r  
w i t h i n  th e  o r g a n is a t io n  and  a p p e a rs  t o  o v e r lo o k  t h a t  an  
i n d i v i d u a l  l i v e s  w i t h i n  th e  S o c ie t y  as  w e l l  as  w o r k in g  
w i t h i n  a n  o r g a n is a t io n .  B r a d le y  and  W i l k ie  ( 5 5 )  s t r e s s  
t h i s  w id e r  c o n te x t  i n  th e  f o l l o w i n g  s ta te m e n t :
" W h ile  o r g a n is a t io n s  may le a d  l i v e s  o f  t h e i r  own., th e y  
ca n  o n ly  do so b y  i n t r u d i n g  i n t o  th e  l i v e s  o f  human 
b e in g s " .
The f o l l o w i n g  s ta te m e n t  b y  Thom pson ( 5 6 )  f u r t h e r  
u n d e r l in e s  t h i s  w id e r  c o n t e x t :
" O f  th e  m any k n o w a b le  w ays o f  b e h a v in g  i n  s p e c i f i c  k in d s  
o f  s i t u a t i o n s ,  th e  i n d i v i d u a l  know s o n ly  a fe w .  O f th e  
s e v e r a l  h u n d re d / la n g u a g e s  m o s t i n d i v i d u a l s  know  o n ly  a 
h a n d fu l  a t  b e s t .  The r e p e r t o i r e  o f  - b e h a v io u r  p a t t e r n s  i s  
c o n f in e d  p r i m a r i l y  t o  th o s e  o f  h a v in g  c u r r e n c y  i n  t h e i r  
c u l t u r e ,  and  one o f  t h e  s i g n i f i c a n t  a s p e c ts  o f  c u l t u r e  f o r  
a n y  s o c ie t y  i s  t h a t  i t  f r e e s  i n d i v i d u a l s  f ro m  h a v in g  t o  
d e l i b e r a t e  c h o ic e s  f r o m  a  h o s t  o f  p o s s i b i l i t i e s .  T h is  i s  
t r u e  n o t  o n ly  w i t h  r e g a r d  t o  s u c h  b a s ic  i te m s  as  w h ic h  
fo o d s  a re  e d i b l e * w h ic h  la n g u a g e  s h a l l  he  th e  n a t i v e  o n e , 
o r  a p p r o p r ia t e  " fo rm s  o f  r e l i g i o u s  o b s e rv a n c e ; b u t  i t  
a p p l ie s  e q u a l l y  w e l l  t o  m a t t e r s  m ore  o b v io u s ly  r e la t e d  t o  
o r g a n is a t io n s  -  w a y s " o f  p e r c e i v in g  and  c a t e g o r i z in g  
r e a l i t y ;  b e l i e f s  a b o u t  c a u s e / e f f e c t  r e l a t i o n s h i p s ,  
d e f i n i t i o n s  o f  l e g i t im a c y ,  a n d  a t t i t u d e s  to w a rd s  a u t h o r i t y  
o r i e n t a t i o n s  to w a rd s  t im e  and  p e r s o n a l  a s p i r a t i o n s .  
D e f i n i t i o n s  o f  t h e  w o r t h w h i le  l i f e  and  m e th o d s  o f  
a s s e s s in g  s u c c e s s  a re  h i g h l y  d e te rm in e d  b y  th e  c u l t u r e ,  
w h ic h  th u s  l i m i t s  th e  ra n g e  o f  a s p i r a t i o n s  c u r r e n t  i n  a 
s o c i e t y " .
I t  i s  a g a in s t  t h i s  w id e r  c o n t e x t  t h a t  t h r e e  e s t a b l is h e d  
p s y c h o lo g ic a l  t h e o r ie s  o f  s o c i a l  m an; s e l f - a c t u a l i s i n g  
man and  c o m p le x  man now  n e e d  t o  be  c o n s id e r e d .
T h e . t h e o r i s t s  ( 5 7 )  who s u p p o r t  th e  im p o r ta n c e  o f  s o c i a l  
m an, a rg u e  t h a t  th e  p r im a r y  m o t i v a t in g  f o r c e  o f  man i s  h i s  
Tn e e d _t t o  i n t e r a c t  w i t h ,  a n d  t o  be  a c c e p te d  b y  h i s  f e l l o w s  
T h is  n e e d  i s  a ls o  r e c o g n is e d  i n  th e  h ie r a r c h y  o f  n e e d s  
i d e n t i f i e d  b y  th o s e  who s u p p o r t  th e  t h e o r y  o f  s e l f -  
a c t u a l i s a t i o n  ( 5 8 ) .  T h is  in c lu d e s  th e  f o l l o w i n g  l e v e l s  
o f  n e e d : p h y s i o l o g i c a l ;  s a f e t y ;  s o c i a l ;  s e l f  e s te e m  and  
s t a t u s ;  and  s e l f  a c t u a l i s a t i o n .  A t h e o r y  n o t  s u p p o r te d  
by. m uch e m p i r i c a l  e v id e n c e .  I n  b o th  o f  th e s e  i t  te n d s  
t o  be  assummed t h a t  th e s e  n e e d s  c a n  be m e t b y  an  
o r g a n is a t io n  and  t h a t  i n d i v i d u a l s  w i l l  he  lo o k in g  f o r  
th e s e  n e e d s  t o  be  m e t .
The t h e o r y  o f  c o m p le x  man r e c o g n is e s  t h a t  i n d i v i d u a l  n e e d s  
and  o r g a n i s a t i o n a l ‘ g o a ls  may be  in c o m p a t ib le  and  t h a t  
d i f f e r e n t  i n d i v i d u a l s  w i l l  be s e e k in g  t o  f u l f i l l  d i f f e r e n t  
n e e d s  f ro m  an  o r g a n is a t io n .  V room  ( 5 9 ) ,  s u g g e s ts  r a t h e r
th a n  e x a m in in g  p s y c h o lo g ic a l  n e e d s  i t  i s  m ore  u s e f u l  t o  
ta k e  a  s o c i o l o g i c a l  v ie w p o in t  a n d  e xa m in e  an  i n d i v i d u a l s  
p r e fe r e n c e s  i n  te rm s  o f  o u tco m e s  and  t h e i r  e x p e c ta t io n s ,  
c o n c e rn in g  th e  c o n s e q u e n c e s  o f  t h e i r  a c t io n s ,  i n  th e  
a t ta in m e n t  o f  th e s e  o u tc o m e s .
B r i e f  r e f e r e n c e ' was made e a r l i e r  t o  B o w ey ’ s ( 6 0 )  v ie w s  on 
i n d i v i d u a l s  d i f f e r e n t  a t t i t u d e s  t o  o r g a n is a t io n a l  go a .l s • 
T h is  e x t r a c t  i n d ic a t e s  how  w id e  th e s e  c a n  h e :
" I n  some c a s e s  th e  m em bers m ay be  t o t a l l y  c o m m itte d  t o  th e  
s t a t e d  a im s  o f  th e  o r g a n is a t io n .  I n  o t h e r  c a s e s  th e  
m em bers may a c c e p t  th e  g o a ls  as  b e lo n g in g  t o  th e  
o r g a n is a t io n  a nd  f e e l  an  o b l i g a t i o n  t o  c o n t r i b u t e  to w a rd s  
th e s e  g o a ls  e ve n  th o u g h  t h e y  h a v e  o t h e r  a im s  w h ic h  th e y  
w is h  t o  a c h ie v e  b y  m eans o f  m e m b e rs h ip . V e ry  o f t e n  i n  
th e s e  c a s e s  th e  o r g a n is a t io n ’ s g o a ls  a re  u s e d  as  a 
l e g i t i m a t i n g  c r i t e r i a  b y  i n d i v i d u a l s  i n  th e  o r g a n is a t io n  
t o  j u s t i f y  t h e i r  p la n s  and  a c t io n s  to. o th e rs - ,  peven th o u g h  
th e s e  p la n s  and  a c t io n s  m ay h a v e  b e e n  d e v is e d  o r i g i n a l l y  
w i t h  a  v ie w  t o  t h e i r  s ig n i f i c a n c e  f o r  th e  i n d i v i d u a l ’ s 
g o a ls .  I n  o t h e r  c a s e s  t h e ■g o a ls  o f  th e  o r g a n is a t io n  may 
be n e b u lo u s  a n d /o r  f l e x i b l e ,  a n d  th e  m em bers may spen d  
m uch t im e  d is c u s s in g  w h a t t h e y  o u g h t t o  b e .  I n  th e s e  
s i t u a t i o n s  th e  m e m b e rs ’ own p e r s o n a l  o b je c t i v e s  in- 
b e lo n g in g  t o  th e  o r g a n is a t io n  may e n t e r  m ore  o p e n ly  i n t o  
t h e  d is c u s s io n s  a b o u t  o r g a n is a t io n a l  g o a ls  t h a n  i n  e i t h e r  
o f  th e  tw o  p r e v io u s  ty p e s  o f  o r g a n is a t io n s .  And 
f o u r t h l y ,  th e  m em bers o f  a n  o r g a n is a t io n  may d is a g r e e  w i t h  
^ i t s  s t a t e d  a im s ,  b u t  h a v e  no o p t io n  b u t  t o  re m a in  as 
’m em b e rs . T h e re  a re  p r o b a b ly  o th e r ,  t y p e s  o f  
r e l a t i o n s h i p s  w h ic h  a n  o r g a n i s a t i o n ’ s m em bers may h o ld  
to w a rd s  i t s  g o a ls " .
Thom pson (6 1 )  s u g g e s ts  t h a t  t h e r e  i s  a  n e e d  t o  
d i s t i n g u i s h  b e tw e e n  v a lu e s  a nd  no rm s as an  i n d i v i d u a l  may 
f u l f i l l  w h a t i s  e x p e c te d .o f  h im ,  e ve n  th o u g h  t h i s  does  
n o t  r e p r e s e n t  h i s  v a lu e s .  A n o th e r  a s p e c t  o f  s i g n i f i c a n c e  
i s  t h a t  m any p r o f e s s io n a ls  i n t e r n a l i s e  th e  p r o f e s s io n s  
no rm s  th r o u g h  t h e i r  t r a i n i n g  and  i n i t i a l  e x p e r ie n c e ,  
p a r t i c u l a r l y  i n  an  a r e a  w h e re  th e  e n v iro n m e n t  s i g n i f i e s  
c h a n g e •
Pye (6 2 )  in d ic a t e s  t h a t  t h e r e  a re .  a  h o s t  o f  f a c t o r s  t h a t  
w o u ld  e f f e c t  a  member o f  s t a f f ’ s b e h a v io u r ,  i n c lu d in g  th e  
g u e s t ’ s m a n n e rs ; th e  e m p lo y e e s  m oods ; t h  w ay i n  w h ic h  
o th e r  e m p lo y e e s  h a n d le  g u e s ts ;  th e  e xa m p le  s e t  b y  s e n io r  
m em bers o f  s t a f f ;  and  how  b u s y  th e  e m p lo ye e  i s .
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L a u re n c e  and  L o rs c h  ( 6 3 ) w h i l s t  r e c o g n is in g  th e  im p o r ta n c e  
o f  th e  i n t e r f a c e  b e tw e e n  i n d i v i d u a l  c o n t r i b u t o r s  and  th e  
o r g a n is a t io n ,  a ls o  d ra w  a t t e n t i o n  t o  th e  i n t e r f a c e  among 
g ro z ip s  o r  u n i t s  w i t h i n  th e  o r g a n is a t io n  and  th e  
in t e r p e r s o n a l  r e l a t i o n s h i p s  b e tw e e n  i n d i v i d u a l  
c o n t r i b u t o r s ,  th e s e  a re  f u r t h e r '  d is c u s s e d  i n  th e  ‘ s e c t io n  
on  s t r u c t u r e .
R i le y  ( 64 ) d ra w s  a t t e n t i o n  t o  t h e  id e a  t h a t  i n d u s t r i a l  
c u l t u r e  h a s  an  in f l u e n c e  on  q u a l i t y .  An i n d u s t r i a l  
c u l t u r e  - is -  a - s e t  o f  m e a n in g s  - s h a re d  b y  a ■ g ro u p  o f  p e o p le
t c  the ., e x c lu s io n ' o f  a  w id e r  s o c ie t y  ( 6 5 ) .  T h is  c u l t u r e
1
i s . d e r i v e d  f ro m  t h e . t e c h n i c a l  p ro c e s s e s  o f . w o r k  a nd  th e  
o r g a n is a t io n  i n  w h ic h  th e  w o rk  ta k e s ' p la c e .  P a rs o n s  
(6 6 )  a rg u e s  t h a t  so lo n g  a s  i n d i v i d u a l s  c o n t in u e  t o
a t t r i b u t e  th e  same m e a n in g s  t o  th e  n a tu r e  o f  d a i l y  l i f e/
a t  w o rk  and  as  lo n g  a s  new  m em bers le a r n  t o  s h a re  th e s e  
m e a n in g s ,  a  ' c u l t u r a l  t r a d i t i o n '  i s  m a in ta in e d .
R i le y  ( 6 7 )  s u g g e s ts  t h a t  th e  d e g re e  t o  w h ic h  an  
i n d u s t r i a l  c u l t u r e  becom es d o m in a n t  i s  d e p e n d e n t u p o n  
t h r e e  f a c t o r s : *
1 )  The r a t e  o f  t e c h n o lo g i c a l  change  a s  c o n s ta n t  
c h a n g e s  i n  w o rk  m e th o d s  w o u ld  n o t  a l lo w  e m p lo y e e s  • 
t o  b u i l d  up  a b a n k  o f  s h a re d  m e a n in g .
2 )  The d e g re e  o f  i s o l a t i o n  f ro m  s o c ie t y ^ a s  w h e re  w o rk  
p ro d u c e s  i s o l a t i o n  f ro m  s o c ie t y  th e  v a lu e s  o f  w o rk  
te n d  t o  d o m in a te .
3 )  L e g re e  o f  p r e c i s i o n  i n  th e  n a t u r e . o f  th e  w o rk  and  
th e  d e g re e  o f  f o r m a l i s a t i o n  i n  o r g a n is a t io n ,  as 
th e  m ore  im p r e c is e  th e  w o rk  m e th o d s  and  s ta n d a r d s ,  
th e  m ore u n s t r u c t u r e d  th e  c o m m u n ic a t io n  s y s te m  and  
a u t h o r i t y  r e l a t i o n s ,  th e  g r e a t e r  w o u ld  be  th e  n e e d  
f o r  m u tu a l u n d e r s ta n d in g s  *
R i le y  (6 8 )  im p l ie s  t h a t  th e s e  f a c t o r s  e x i s t  i n  h o t e l s  and  
d ra w s  p a r t i c u l a r  a t t e n t i o n  t o  th e  d e g re e  o f  p r e c is i o n  i n  
th e  n a tu r e  o f  th e  w o rk :
" I n  h o t e l s ,  p e r fo rm a n c e  s ta n d a r d s  a re  v e r y  im p r e c is e  
i n v o l v i n g  s u c h  n e b u lo u s  c o n c e p ts  a s  ’ good  s e r v i c e ’ ’, 
’ h o s p i t a l i t y . * ,  and  C le a n l in e s s 1 . S a t i s f a c t i o n  w i t h - ,  
’ c le a n l i n e s s ’ f o r  e x a m p le , r e q u i r e s  th e  c h a m b e rm a id , th e  
h o u s e k e e p e r  a n d / th e  c u s to m e r  t o  s h a re  a m e a n in g  o f  
’ c le a n l in e s s 1 . . .  t h e ' s u b j e c t i v i t y  o f  p e r fo rm a n c e  
s ta n d a r d s  r e q u i r e s  a s e t  o f  a s s u m p t io n s  t o  be  s h a re d ,  i n  
q u a l i t a t i v e  te rm s  ( t a s t e )  and  s u p p ly , i n  q u a l i t a t i v e  
te rm s  ( s k i l l )  a b o u t  w h a t r e p r e s e n t s  a ’ s t a n d a r d * .
F a c t o r s ,  w h ic h  ca n  ca u se  a n  i n d u s t r i a l  c u l t u r e  t o  becom e 
d o m in a n t ,  c e r t a i n l y  e x i s t  i n  some s e c t io n s  o f  th e  h o t e l  
i n d u s t r y ,  p a r t i c u l a r l y  i n  some d e p a r tm e n ts *  C a re  n e e d s  t o  
be  ta k e n  i n  e x a m in in g  th e  f a c t o r s  t h a t  e x i s t  i n  
o r g a n is a t io n s  b e fo r e  m a k in g  th e  a s s u m p t io n  t h i s  a p p l ie s  t o  
a l l  o r g a n is a t io n s  i n  th e  i n d u s t r y .
5 * 5 * 2  The c o n su m e r as  a  ’ hum an v a r i a b l e ’
S h a m ir  (6 9 )  i n  d is c u s s in g  h o t e l  g u e s ts  d ra w s  a t t e n t i o n  t o  
t h e i r  v a r i e t y :
"Human b e in g s  a re  h e te ro g e n e o u s  I n  t h e i r  n a t u r e ,  t h e i r  
dem ands, t h e i r  t a s t e s  and  t h e i r  e x p e c ta t io n s *  P e o p le  o f  
d i f f e r e n t  a g e s ,  s e x e s ,  w i t h  d i f f e r e n t  p u rp o s e s ,  b e l i e f s ,  
and  a t t i t u d e s  h a v e  t o  be  t r e a t e d  b y  th e  h o t e l ,  and  th e y  
a l l  b r i n g  w i t h  them  i n t o  th e  h o t e l  th e  e f f e c t s  o f  t h e i r  
in v o lv e m e n t  i n  o t h e r  r o le s  o u t s id e  th e  h o t e l  . . .  t h e y  
p r e s e n t  th e  h o t e l  w i t h  m any e x c e p t io n s ,  and  r e a c t io n s  t o  
th e  h o t e l  ’ p r o c e s s in g ’ o f t e n  i s  u n p r e d ic t a b le .  I n  a d d i t i o n  
t o  t h e i r  h e t e r o g e n e i t y  a n d  u n p r e d i c t a b i l i t y  t h e i r  i n f l o w  
i n t o  th e  s y s te m  i s  m uch le s s  s te a d y  o r  r e g u la r  th a n  th e  
i n f l o w  o f  m a t e r ia ls  t o  m o s t p r o d u c t io n  o r g a n is a t io n s  . . .  
M o re o v e r  once  i n  th e  h o t e l  t h e y  e x e r t  d i f f e r e n t  p r e s s u r e s  
on  d i f f e r e n t  s e g m e n ts  ( d e p a r tm e n ts )  a t  d i f f e r e n t  t im e s .
He ( 7 0 )  a ls o  e m p h a s is e s :
" C l ie n t s  s e n s i t i v i t y  i n  h o t e l s  may be p a r t i c u l a r l y  h ig h ,  
s in c e  th e y  e n t e r  h o t e l s  t o  g e t  s e r v ic e s  th e y  n o r m a l ly  g e t  
a t  hom e, and  i n - t h i s  s e n s e , th e  h o t e l  becom es a ’ p r im a r y  
g ro u p  s u r r o g a t e ’ .
The u s e r  o f  s e r v ic e s  i s  o f t e n  lo o k e d  a t  i n  d i f f e r e n t  w a y s , 
f o r  e x a m p le , P e rro w  (7 1 )  u s in g  a s y s te m s  a p p ro a c h  s u g g e s ts  
t h a t  a h o s p i t a l  p a t i e n t  r e q u i r i n g  t r e a tm e n t  i s  an  in p u t
and  t h a t  f o l l o w i n g  t r e a tm e n t  th e  o u tp u t  i s  a  t r e a t e d  
p a t i e n t .  C u t c l i f f e  e t  a l  ( 7 2 )  s i m i l a r l y  t r e a t  a  h u n g ry
c u s to m e r  w i t h  m oney as  a n  in p u t  and  a fe d  c u s to m e r  w i t h
le s s  m oney as an  o u t p u t .  O th e rs  a p p e a r  t o  assum e t h a t  
c a re  and  th e  c u s to d y  o f  th e  p a t i e n t  o r  th e  p r o v i s i o n  o f
th e  m e a l e x p e r ie n c e  a r e  'o u tp u t s ,  w h ic h  a re  th e n  consum ed
h y  th e  u s e r .  The a p p ro a c h  w h ic h  t r e a t s  th e  u s e r  as  a 
p a r t  o f  th e  s y s te m  a l th o u g h  m uch m ore  c o m p le x  i s  a  m ore  
u s e f u l  way o f  i l l u s t r a t i n g  t h a t  th e  c o n s u m e r, t o g e t h e r  
w i t h  o t h e r  f a c t o r s  ca n  he  a  s i g n i f i c a n t  v a r i a b le  w h ic h  
e f f e c t s  th e  o u tc o m e s  o f  th e  o r g a n is a t io n .
5 . 5 . 3  I n t e r a c t i o n  b e tw e e n  e m p lo y e e s  and  co n su m e rs
R i le y  ( 7 3 )  i n  d e v e lo p in g  h i s  id e a s  on i n d u s t r i a l  c u l t u r e/
s t r e s s e s  t h a t  i n  th e  ca se  o f  h o t e l s ,  n o t  o n ly  w o rk e r s  and  
m a n a g e rs  b u t  a ls o  c u s to m e rs  a re  p a r t y  t o  th e  w o rk p la c e  
c u l t u r e  and  d ra w s  a t t e n t i o n  t o  t h e  in f l u e n c e  o f  
E u ro p e a n s  on  h o t e lk e e p in g ,  he  s u g g e s ts :
"T h e  ’ E u ro p e a n  t r a d i t i o n ’ e n te r e d  h o t e ls  th r o u g h  b o th  th e  
f r o n t . d o o r  and  th e  b a c k  d o o r .  The t r a d i t i o n  o r ig i n a t e d  
w i t h  th e  o b s e s s io n  o f  th e  e ig h t e e n t h  c e n t u r y  u p p e r  
c la s s e s  w i t h  E u ro p e a n  a nd  e s p e c ia l l y  F re n c h ,  c u l t u r e  
( h a u te  c o u tu r e ,  h a u te  c u i s in e )  a nd  b e c a m e .th e  d o m in a n t 
c u l t u r e  o f  th e  g r e a t  h o u s e s  o f  th e  p e r io d .  The e f f e c t  
o f  th e s e  e x i s t i n g  on a n  e l i t e  c la s s  s u b s c r ib in g  t o  a 
f o r e ig n  c u l t u r e  was t o  in d u c e ,  t h r o u g h  a  p ro c e s s  o f  s o c i a l  
e v a lu a t io n ,  s e r v a n ts  t o  a d o p t  th e  same c u l t u r e .  W hat 
r e in f o r c e d  t h i s  p ro c e s s  was th e  i n s t i t u t i o n a l  c h a r a c t e r  
o f  th e  g r e a t  h o u s e s  and  th e  f a c t  t h a t  s e r v a n t s ,  s h a r in g  
th e  v a lu e s  o f  t h e i r  m a s te rs  and  h a v in g  k n o w le d g e  o f  a 
f o r e ig n  to n g u e ,  becam e i s o l a t e d  f ro m  t h e i r  own s o c i a l  
c la s s .  A l l  th o s e  who in h a h i t a t e d  th e  g r e a t  h o u s e s  and  
l a t e r  t h e . ’ g ra n d  h o t e l s ’ s h a re d  a c u l t u r e  n o t  a v a i l a b le  
t o  o t h e r s . -  I t  becam e a v a i la b le  t o  o th e r s  as  th e  g r e a t  
h o u s e s  d e c l in e d  and  th e  h o t e l  in d u s t r y  g re w . The u p p e r  
and  m id d le  c la s s  p a t r o n iz e d  h o t e l s  a nd  b r o u g h t  t h e i r  
c u l t u r e  w i t h  them  and  a t  th e  same t im e  s e r v a n ts  t r a n s f e r e d  
t h e i r  s k i l l s  f ro m  d o m e s t ic  t o  c o m m e rc ia l s e r v ic e  b a s e d  on 
th e  same c u l t u r e .  The n e t  r e s u l t  was to  g iv e  h o t e l s  a 
d i s t i n c t  F re e h  c u l t u r e  w i t h  th e  la n g u a g e  d e s c r ib in g  n o t  
j u s t  th e  menu b u t  a ls o  o c c u p a t io n s ,  th e  w o rk  e t h i c  and  
th e  mode o f  t e c h n o lo g y " *
R i le y  (7 4 )  r a is e s  th e  q u e s t io n  o f  w h e th e r  a s e t  o f  
s h a re d  a s s u m p t io n s  a r e  r e q u i r e d  i f  s e r v ic e  i s  t o  he  
m a in ta in e d ,  and  t h a t  t o  do t h i s  h o t e l  w o rk e rs  n e e d  t o  
h a v e  e x p e r ie n c e  as c o n s u m e rs  o f  a  s i m i l a r  s e r v i c e .
F a r r e l l  ( 7 5 )  when e x a m in g  c o m m u n ic a t io n  b e tw e e n  p r o v id e r  
and  u s e r  a ls o  fo c u s e s  on t h i s  p o i n t  w hen he show s th e  
d i f f e r e n c e  b e tw e e n  th e  r o le s  p la y e d  b y  s t a f f  and  th e  
n e e d s  o f  c u s to m e rs  i n  A m e r ic a :
"M uch t im e ,  e f f o r t ,  a nd  a c t i v i t y  a re  s p e n t  b y  p e o p le  
e m p lo y e d  i n  f o o d - s e r v ic e  e s ta b l is h m e n ts  t o  c r e a te  and  t o  
p la y  a  r o l e  w h ic h  th e  c u s to m e r  n e i t h e r . d e s i r e  n o r  
a p p r e c ia t e .  D ream s o f  t h e  n in e t e e n t h  c e n t u r y  s e r v a n t  i n  
'E n g l is h  c o u n t r y  h o u s e s  a n d  m e d ie v a l F re n c h  c h a te a u x  
in f l u e n c e  th e  i d e a l  s ta n d a r d s  s e t  f o r  some w a i t e r s  and  
w a i t r e s s e s  b y  th e m s e lv e s  a nd  b y  m anagem ent . . .
I n  g e n e r a l ,  th e  A m e r ic a n  c u s to m e r  w a n ts  t o  be  a s s is t e d  
t o  p u rc h a s e  fo o d  a s  he  d oe s  a  g oo d  b o o k ,  b y  a  ' " f r i e n d l y ,  
c o u r te o u s ',  h e l p f u l ,  w e l l  b r e d ,  s e l f  r e s p e c t in g  hum an 
b e in g ,  and  t o  h a v e  h i s  fo o d  a nd  d r i n k  d e l i v e r e d  t o  h im  
w i t h  p r o m p t i t u d e ,  c a r e ,  and  good  m a n n e rs " .
F a r r e l l  ( 7 6 )  c o n c lu d e s  t h a t :
"T h e  q u a l i t y  o f  c o m m u n ic a t io n  a t  th e  e n d - p o in t  w i t h  th e  
c u s to m e r ,  i s  a  f u n c t i o n  o f  t h e - s e r v e r 's  c o n c e p t io n  o f  h i s  
r o l e  a nd  th e  e f f e c t i v e n e s s  o f  m any in te r c h a n g e s  o f  
i n f o r m a t io n  p r i o r  t o  h i s  c o n t a c t  w i t h  th e  g u e s t " .
Thom pson ( 7 7 )  s u g g e s ts  t h a t  f o r  jo b s  r e q u i r i n g  f l e x i b i l i t y  
i n  u n c e r t a in  s i t u a t i o n s  t h a t  th e  s p e c i f i c  c o n te n t  o f  th e  
e d u c a t io n  and  p r i o r  e x p e r ie n c e  i s  le s s -  s i g n i f i c a n t  th a n  
t h a t  th e  i n d i v i d u a l  h o ld s  v a lu e s  and l o y a l t i e s  deemed 
im p o r t a n t  b y  th e  o r g a n is a t io n .  I t  seems l i k e l y  t h a t  
i n d i v i d u a l s  do n o t  n e c e s s a r i l y  n e e d  t o  h o ld  th e  v a lu e s  o f  
th e  co n su m e rs  as  lo n g  as t h e y  a re  a b le  t o  r e c o g n is e  and  
r e s p e c t  o t h e r  p e o p le s  v a lu e s .  Thom pson a ls o  s u g g e s ts  t h a t  
s e l f  s u f f i c i e n t  s u b - u n i t s  s h o u ld  s p a n  th e  i n t e r f a c e  
b e tw e e n  th e  o r g a n is a t io n  and  fo rm  a c lo s e  c o n t a c t  w i t h  a 
l i m i t e d  n um be r o f  c z is to m e rs .  S h a m ir  ( 7 8 )  d ra w s  a t t e n t i o n  
t o  why t h i s  may n o t  be  d e s i r e a b le :
" H o t e l  w o rk e rs  h a v e  in t im a t e  a nd  d i r e c t  c o n t a c t  w i t h  
g u e s ts .  L ik e  n u r s e s ,  t h e y  make b e d s ,  s e rv e  b e d s id e  
m e a ls ,  and  come i n t o  c o n t a c t  w i t h  p e r s o n a l h a b i t s  and  
p e r s o n a l  a r t i c l e s .  I t  i s  p o s s ib le  t h a t  th e y  to o  h a v e  t o  
d e fe n d  th e m s e lv e s  a g a in s t  p o t e n t i a l  a n x ie t i e s  in h e r e n t  
i n  th e s e  r e l a t i o n s h i p s .
W ork i s  d i v id e d  so t h a t  no s in g le  member o f  th e  s t a f f  
p e r fo rm s -  m any ta s k s  f o r  one c u s to m e r ,  a nd  th e  ch a n ce  o f  
c lo s e  r e la t i o n s h i p s  b e tw e e n  c u s to m e rs  and  m em bers o f  s t a f f  
b e in g  fo rm e d  a re  re d u c e d  i n  m any o t h e r  w a y s .
V o lu n ta r y  t u r n o v e r  o f  h o t e l  w o rk e r s  ca n  be s e e n  as  a  
d e fe n s e  a g a in s t  p o t e n t i a l  a n x i e t i e s  tha t:_ .m ay a r i s e  f ro m  
b e c o m in g  to o  in v o lv e d  i n  t h e i r  w o r k p la c e .
C u s to m e rs  may be  e s p e c ia l l y  t h r e a te n e d  b y  in t im a t e  and  
p e r s o n a l  r e l a t i o n s h i p s " .
T h is  a n x ie t y  m u s t e x i s t  i n  some h o t e l s ,  w hen th e  le n g t h  
o f  s t a y  and  th e  t im e  s p e n t  i n  th e  e s ta b l is h m e n t  a re  h ig h .  
H o w e v e r, i t  i s  u n l i k e l y  t o  be  v e r y  s t r o n g  i n  th e  m a jo r i t y  
o f  e s ta b l is h m e n ts  w h e re  t h i s  i s  n o t  th e  c a s e .  '  The 
s h o r t e r  w o r k in g  w eek i s  f u r t h e r  r e d u c in g  th e  c o n t a c t  
b e tw e e n  c u s to m e rs  a n d  p a r t i c u l a r  m em bers o f  s t a f f .
S h a m ir  (7 9 )  s u g g e s ts  c h a n g e s  i n  th e  te c h n o lo g y  v a r ia b le  
t o  re d u c e  th e  a n x ie t y .
" . . .  m o re  and  m ore  o f  th e  t r u l y  p rog ram m ed  c o n ta c t s  w i t h  
c l i e n t s ,  s h o u ld  be  g iv e n  .o v e r t o  m a c h in e s  -  w h i le  th e  m ore  
' h e u r i s t i c 1 c o n ta c t s  s h o u ld  be  p la c e d  i n  th e  h a n d s  o f  
i n c r e a s in g ly  w e l l  t r a i n e d  s e m i- p r o f e s s io n a ls  w i t h i n  
s u p p o r t iv e  o r g a n is a t io n a l  f r a m e w o r k s " .
S a s s e r  ( 8 0 )  s t r e s s e s  th e  im p o r ta n c e  o f  m o t i v a t io n a l  
m echan ism s  as w e l l  as  s t r u c t u r e  i n  i n f l u e n c in g  th e  
b e h a v io u r  o f  b o th  m a n a g e rs  a nd  e m p lo y e e s  t o  c o n s u m e rs  i n  
s e r v ic e  o r g a n is a t io n s .  Shaw ( 8 1 )  a ls o  p o in t s  t o  th e  
im p o r ta n c e  o f  m o t i v a t io n  i n  m a in t a in in g  q u a l i t y  i n  
s e r v ic e  i n d u s t r i e s :
"C o m m itte d  p e o p le  a r e  m o t iv a t e d .  They c a r e „
C o m m itte d  p e o p le  d o n ' t  n e e d  t o  he  d i r e c t e d  i n  w h a t . t o  do 
i n  t h e i r  jo b s .  As p a r t  o f  t h e i r  c o m m itm e n t, t h e y  w i l l  
f i g u r e  o u t  w h a t i s  n e e d e d  t o  p ro d u c e  s a t i s f a c t i o n  among 
c u s to m e rs  and  w i t h i n  t h e i r  o r g a n is a t io n s ,  th e n  do i t  on
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t h e i r  own# C o m m itte d  p e o p le  d o n ’ t  h a v e  t o  be  in s p e c te d  
t o  a s s u re  t h e . q u a l i t y  o f  t h e i r  p e r fo rm a n c e .  Q u a l i t y  i s  
im p o r t a n t  i n  th e  a t t i t u d e s  o f  C o m m itte d  p e o p le .  When 
p e o p le  a re  c o m m it te d ,  t h e y  a re  p r o d u c t i v e " .
R i le y  (8 2 )  a rg u e s  t h a t  a  fo rm  o f  m o t i v a t io n  o f  s t a f f  i s  
w hen a s s u m p t io n s  b e tw e e n  c u s to m e rs , .and s t a f f  s h a re  an  
a p p r e c ia t io n  o f? h ig h  s k i l l s  r e q u i r e d  t o  p r o v id e  a s e r v i c e .  
He s u g g e s ts  t o  d e s k i l l  i s  t o  d e m o t iv a te  u n le s s  m anagem ent 
f i n d s  an  a l t e r n a t i v e  w ay t o  m o t iv a t e  s t a f f .
R i l e y  ( 8 3 )  s u g g e s ts  t h a t  h o t e l i e r s  s h o u ld  e i t h e r  a c t i v e l y  
p ro m o te  t h e i r  s e r v ic e s  r e q u i r i n g  th e  h ig h e s t  o f  s k i l l s  
f r o m  t h e i r  s t a f f  a nd  g iv e  s p e c ia l  a t t e n t i o n  t o  p a y  
d i f f e r e n t i a l s  so t h a t  s k i l l e d  s t a f f  can  be  e n t ic e d  b a c k  
f ro m  o t h e r  la b o u r  m a r k e ts ;  o r  t o  s u b s t i t u t e  th o s e  h ig h  
s ta n d a r d s  o f  s k i l l  b y  t h in g s  (s w im m in g  p o o ls ,  s u i t e s ,  
v id e o s ,  s a u n a ) a nd  ’ t o u c h e s ’ ( m in t s  on th e  p i l l o w ,  
w a l lp a p e r  and  c ra y o n s  f o r  c h i l d r e n ,  M a lv e rn  W a te r  i n  th e  
p u b l i c  l o o ,  e t c . )
Shaw (8 4 )  .s u g g e s ts  t h a t  t h e  s t i m u l i  t o  g a in  c o m m itm e n t 
m u s t come f ro m  m anagem ent p o l i c y  and  F a r r e l l  ( 8 5 )  
i n d ic a t e s  how th e  t r a d i t i o n a l  a p p ro a c h e s  c a n  h a v e  a  
n e g a t iv e  e f f e c t :
"A  l i n e - u p  f o r  in s p e c t io n  b y  a  s u p e r v is o r ,  b e fo r e  a 
w a tc h  goes  on th e  f l o o r ,  o f  i t s e l f  shows m anagem ent 
c o n c e rn  f o r  a p p e a ra n c e .  I t  a ls o  t e l l s  e m p lo y e e s  t h a t  
m anagem ent t r u s t s  l i t t l e  t o  t h e  r e s p o n s i b i l i t y  o f  th e  
p e o p le  who make up  th e  w a tc h .  C o n s e q u e n t ly ,  and  
e s p e c ia l l y  i f  o t h e r  a c t i v i t i e s  o f  m anagem ent a re  
s i m i l a r l y  c o n d u c te d  p e o p le  on th e  f l o o r  a re  u n l i k e l y  t o  
f e e l  m uch r e s p o n s i b i l i t y  f o r  a n y  g o a ls  o f  th e  f i r m " .
Shaw (8 6 )  s u g g e s ts  t h a t  t o p - t o - h o t t o m  c o m m itm e n t ca n  be 
a c h ie v e d  b y  t r a n s f e r i n g  th e  o w n e rs h ip  o f  goo d  id e a s ,  and  
i d e n t i f i e s  t h a t  a  m o s t e f f e c t i v e  te c h n iq u e  h a s  b e e n  
a p p l ie d  i n  a  n um be r o f  J a p a n e s e  o r g a n is a t io n s . Shaw (8 7 )  
a rg u e s  t h a t  one e s s e n t i a l  f o r  t r a n s f e r i n g  o w n e rs h ip  l i e s  
I n  t r a n s f e r i n g  c r e d i t :
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"M anagem ent d o e s n ’ t  h a v e  t o  own a l l  th e  good  id e a s  i n  an  
o r g a n is a t io n . ;  The p e o p le  who a r e  im p le m e n t in g  th e  id e a s  
s h o u ld  he  a b le  t o  i d e n t i f y  w i t h  th e m , t o  g a in  a se n s e  o f  
f u l f i l l m e n t .  T h is ,  c a n  be  e x t r e m e ly  d i f f i c u l t  c o n c e p t . t o  
g ra s p  and  im p le m e n t*  T h e re  i s  a., n a t u r a l  te n d e n c y  t o  ta k e  
c r e d i t  f o r  in n o v a t io n  and  s u c c e s s .  .. S h a r in g  s u c c e s s  i s  
an  a c q u ir e d  b u t  c o n s t r u c t i v e  h a b i t " .
O’ N e i l l  ( 8 8 )  a ls o  d ra w s  a t t e n t i o n  t o  a  t e c h n iq u e  w h ic h  
in v o lv e s  th e  g r a s s r o o t s  a n d  i s  p r o b a b ly  th e  one i d e n t i f i e d  
b y  Shaw:
" Q u a l i t y  c i r c l e s  i s  a  g ra s s  r o o t s  p ro b le m  s o l v in g  a p p ro a c h  
a n d  as s u c h  m ust, s t a r t  a t  t h e  g ra s s  r o o t s  and  w o rk  i t s  way 
u p w a rd s " •
The te c h n iq u e  a ls o  im p ro v e s  c o m m u n ic a t io n ,  t h e  im p o r ta n c e  
o f  w h ic h  i s  s t r e s s e d  b y  M oreo  ( 8 9 ) :
"T h e re  i s  a  n e e d , t h e n ,  f o r  th e  c o n s c io u s  and  s y s te m a t ic  
d e v e lo p m e n t o f  c o m m u n ic a t io n s  a n d  c o n s u l t a t i o n s  t o  a l lo w  
a l l  m em bers o f  th e  o r g a n is a t io n  som e“ d e g re e  o f  g e n u in e  
p a r t i c i p a t i o n  i n  m a n a g e m e n t" .
F a r r e l l  (9 0 ). a ls o  fo c u s e s  on th e  im p o r ta n c e  o f  
c o m m u n ic a tio n s  a nd  how  t h i s  r e l a t e s  b a c k  t o  c u s to m e r  
s a t i s f a c t i o n :
"T h e  c o m m u n ic a tio n s  o f  c o n c e rn  a re  th o s e  s u b t le ,  p e r v a s iv e ,  
i n t a n g ib le  in te r c h a n g e s  w h ic h  d e f in e  and  p ro d u c e  r o l e s ,  
c r e a te  a tm o s p h e re ,  g e n e ra te  m o r a le ,  and  g o v e rn  th e  
c r i t i c a l  q u a l i t a t i v e  a s p e c ts  o f  fo o d  s e r v i c e .  These 
c o m m u n ic a tio n s  u l t i m a t e l y  d e te r m in e  c u s to m e r  s a t i s f a c t i o n  
a n d  d i r e c t l y  a f f e c t  p r o f i t a b i l i t y " .
M oreo  (9 1 )  a ls o  b r i n ^  a t t e n t i o n  t o  th e  im p o r ta n c e  o f  th e  
i n t e r r e l a t i o n s h i p  o f  th e  o r g a n is a t io n  v a r ia b le s  t h a t  
e f f e c t  th e  o u tcom e  f ro m  a n  o r g a n is a t io n :  ■
"O f  w h a t v a lu e  a re  a n y  o f  th e s e  a l t e r n a t i v e s  (hum an 
r e l a t i o n s  p ro g ra m m e s , t r a i n i n g  p ro g ra m m e s , p s e u d o -  
p a r t e i p a t i v e  m anag em e n t) i f  t h e y  a re  n o t  in t e g r a t e d  w i t h  
and  s u p p o r te d  b y  an  i n t e l l i g e n t  and  m e a n in g fu l 
o r g a n is a t io n a l  s t r u c t u r e  a nd  s y s te m  o f  c o n t r o l " .
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The f o r m a l  a s p e c ts  o f  th e s e  i n t e r f a c e s  w i l l  he  d is c u s s e d , 
u n d e r  t h e  s t r u c t u r e  o f  o r g a n is a t io n .  I t  i s  a ls o  c le a r  
t h a t  o t h e r  e le m e n ts  t o  he  d is c u s s e d  l a t e r  s u c h  as  
s t r u c t u r e  and  t e c h n o lo g y  c a n  h a v e  a  s i g n i f i c a n t  e f f e c t  on 
human b e h a v io u r .
5 . 5 . 4  C o n c lu s io n s
An e x a m in a t io n  o f  t h i s  v a r i a b le  s u g g e s ts  t h a t  
p a r t i c i p a n t s  c a n  d r a m a t i c a l l y  e f f e c t  th e  o u tco m e  o f  an
o r g a n is a t io n  so t h a t  i n  a n y  a t te m p t  t o  p r e d i c t  th e  l i k e l y  
c h a n g e s  i n  q u a l i t y  o f  s e r v ic e  an  a s s e s s m e n t o f  th e  
s ig n i f i c a n c e  o f  th e  in f l u e n c e  o f  th e  p a r t i c i p a n t s  n e e d s  
t o  be  ta k e n  i n t o  a c c o u n t .
Tha p a r t i c i p a n t s ,  b o t h  p r o v id e r s  a nd  u s e r s ,  w i l l  be  
a f f e c t e d  b y  t h e i r  i n t e r a c t i o n  w i t h  th e  e n v iro n m e n t  
e x t e r n a l  t o  th e  o r g a n is a t io n  and  n o r m a l ly  t o  a le s s e r  
d e g re e  b y  t h e i r  i n t e r a c t i o n  w i t h i n  th e  s e t t i n g  o f  an  
o r g n a n is a t io n .
The p r o v id e r s  w i l l  h a v e  d i f f e r e n t  v a lu e s  a nd  v a r y in g  
l e v e l s  o f  c o m m itm e n t t o  th e  g o a ls  o f  th e  o r g a n is a t io n .
The n a tu r e  o f  th e  w o rk  c u l t u r e  a nd  th e  b a la n c e  b e tw e e n  
m a c h in e s  and  p e o p le  ( t h e  t e c h n o lo g y )  w i l l  h a v e  an  im p a c a t  
on  th e  r o l e  p la y e d  b y  th e  p r o v id e r s  and  th e  d e g re e  o f  
c o n t r o l  t h a t  ca n  be  e x e r c is e d  b y  th e  m a n a g e m e n t.
The u s e r s  w i l l  h a v e  d i f f e r e n t  v a lu e s  a c c o r d in g  t o  t h e i r  
own b a c k g ro u n d  and  w i l l  be  p a r t i c u l a r l y  s e n s i t i v e  when 
c o n s u m in g  th e s e  s e r v ic e s  w h ic h  s a t i s f y  th e  p r im a r y  n e e d s  
o f  i n d i v i d u a l s •
The im p a c t  o f  i n d i v i d u l a s  w i l l  d e p end  u p o n  th e  d e g re e  o f  
c o n ta c t  b e tw e e n  u s e r s ,  b e tw e e n  p r o v id e r s ,  and  b e tw e e n  th e  
v a lu e s  and  no rm s o f  th e  in d iv i d z ia l s  in v o lv e d .
The w a y s .o f  b r i d g in g  d i f f e r e n c e s  o r  i n t e g r a t i n g  v ie w s  
w i l l  v a r y  and  c o u ld  in c lu d e  g a in in g  c o m m itm e n t th r o u g h  
a d o p t in g  h ig h  s k i l l s  w h ic h  g e n e ra te  c o m m itm e n t th r o u g h  a 
f e e l i n g  o f  s h a re d  m e a n in g s , t h r o u g h  m ore  c a r e f u l  
s e l e c t i o n  o f  p e o p le  w i t h  s i m i l a r  v a lu e s ,  t h r o u g h  
im p o ro v e d  means o f  c o m m u n ic a t io n  o r  th r o u g h  
p a r t i c i p a t o r y  p ro b le m  s o l v in g  te c h n iq u e s  s u c h  as q u a l i t y  
c i r c l e s •
I t  a ls o  a p p e a rs  t h a t  th e  s u c c e s s  o f  th e s e  a p p ro a c h e s  
dep e n d s  on  th e  te c h n iq u e s  and  p o l i c i e s  a d o p te d  f o r  th e  . 
o t h e r  o r g a n is a t io n  v a r ia b le s  s u c h  as g o a ls ,  e n v ir o n m e n t ,  
s t r u c t u r e ,  te c h n o lo g y  a nd  c o n t r o l .
5 .6  TECHNOLOGY *
T e c h n o lo g y  when c o n s id e r e d  as a  v a r ia b le  o f  o r g a n is a t io n  
t h e o r y  i s  d e s c r ib e d  b y  R eeves e t  a l  ( 9 2 ) :
f! . . .  th e  c o l l e c t i o n  o f  p l a n t  m a c h in e s ,  t o o l s  and  
r e c ip e s  a v a i la b le  a t  a  g iv e n  r im e  f o r  t h e  p r o d u c t io n  t a s k  
and  th e  r a t i o n a le  u n d e r ly in g  t h e i r  u t i l i s a t i o n " .
I n  t h i s  c o n te x t  t h e  p r o d u c t io n  t a s k :
" . . .  i s  th e  p r e c is e  s p e c i f i c a t i o n s  o f  goo ds  w h ic h  a re  t o  
be p ro d u c e d  b y  t e c h n o lo g y " .
Thom pson (9 3 )  d e v e lo p s  t h i s  b y  s u g g e s t in g  t h a t  n o t  o n ly  
te c h n o lo g y  c o n c e rn e d  w i t h  d e s i r e d  o u tco m e s  h u t  a ls o  th e  
s t a t e  o f  m an ’ s k n o w le d g e  and  b e l i e f s  a b o u t c a u s e / e f f e c t  
r e l a t i o n s h i p s .
R eeves e t  a l  ( 9 4 )  a ls o  s u g g e s t  t h a t  th e  te c h n o lo g y  o f  an  
o r g a n is a t io n  a t  a p a r t i c u l a r  t im e ,  ca n  be d e s c r ib e d ' as  a 
r e s u l t  o f  a s e r ie s  o f  m anagem ent d e c is io n s  t o  s e rv e  
s p e c i f i c  m a rk e ts ,  t o  a c q u ir e -  o r  b u i l d  p l a n t ,  t o  a c c e p t  
c e r t a in  ty p e s  o f  ra w  m a t e r i a l s ,  and  t o  a d d re s s  th e  
o r g a n is a t io n  t o  c e r t a in  p r o d u c t io n  t a s k s .
T e c h n o lo g y  a c c o r d in g  t o  D u b in  (95’ ) ,  i s  t o  be  s e e n  as  th e  
c e n t r a l  d e te r m in a n t  o f  b e h a v io u r , ' and  a l th o u g h  W oodward 
(9 6 )  s e t  o u t  t o  e l im in a t e  te c h n o lo g y  as  a e x p la n a to r y  
v a r ia b le  b y  c o n t r o l l i n g  i t ,  i t  was fo u n d  im p o s s ib le  t o  do 
s o .  D a v ie s  e t  a l  ( 9 7 )  c h a l le n g e s  th e  t e c h n o lo g ic a l  
d e t e r m i n i s t i c  a p p ro a c h  a nd  a r g u e : . • ,
” . . .  t h e r e  i s  a  w e a l th  o f  e m p i r i c a l  e v id e n c e  t o  th e  
c o n t r a r y  and  w h a t seems t o  h a p p e n  i s  t h a t  t e c h n o lo g y  i s  
v e r y  o f t e n  a p a r t i a l  p r e d i c t o r ” .
D u b in  ( 9 8 ) ,  i n  s u g g e s t in g  t h a t  te c h n o lo g y  ca n  b e  d iv id e d  
i n t o  p h a s e s  seems t o  h a v e ' d ra w n  u p o n  th e  id e a s  e x p re s s e d  
b y  b o th  W oodward a n d  T hom pson . The tw o  p h a s e s  w e re :
1 ) T o o ls ,  in s t r u m e n t s ,  m a c h in e s ,  and  t e c h n i c a l  
fo r m u la s  b a s ic  t o  t h e  p e r fo rm a n c e  w o rk *
2 )  B o dy  o f  id e a s  w h ic h  e x p re s s  th e  g o a ls  o f  th e  
w o rk ,  i t s  f u n c t i o n a l  im p o r ta n c e ,  and  th e  
r a t i o n a l  o f  th e  m e th o d s  e m p lo y e d .
T h is  a p p e a rs  t o  be  a u s e f u l  d i s t i n c t i o n  t o  u s e  w hen 
a n a ly s in g  a t e c h n o lo g y .  W oodw ard (9 9 )  g iv e s  f u r t h e r  
id e a s  t o  be  u s e d  i n  s u c h  an  a n a ly s i s  when i n d i c a t i n g  t h a t  
te c h n o lo g y  i s  d e p e n d e n t on  a  n um be r o f  f a c t o r s ;  th e  n a tu r e  
o f  th e  p r o d u c t ,  th e  ra n g e  o f  th e  p r o d u c ts ,  th e  m a rk e t  
s e rv e d  and  th e  te c h n iq u e s  and  h a rd w a re  a v a i l a b le  t o  
p ro c e s s  t h e  ra w  m a t e r ia ls  a nd  c o m p o n e n ts , a l l  o f  w h ic h  
ca n  be s o u rc e s  o f  u n c e r t a i n t y .  These a re  f u r t h e r  
e x te n d e d  i n  a s c h e d u le  o f  in f r o m a t io n  u s e d  b y  W o o d w a rd (1 0 0 ) 
i n  a n a ly s in g  th e  t e c h n o lo t y  o f  f i r m s .  D a v ie s  e t  a l  ( 1 0 1 )  
a ls o  s u g g e s t  t h a t  a n o th e r  f a c t o r  i s  th e  t im in g  o f  
d e c i s io n s :
" I n  p ro c e s s  p r o d u c t io n  f o r  e x a m p le , i t  was fo u n d  t h a t  
n e a r l y  a l l  d e s ig n  and  p rog ram m e d e c is io n s  w e re  made w h i le  
th e  p ro c e s s  p l a n t  was b e in g  d e s ig n e d  and  v i r t u a l l y  no 
d e c is io n s  o f  t h i s  n a tu r e  n e e d e d  t o  be made 'on ce  th e  p l a n t  
was i n  o p e r a t io n  . . .  I n  u n i t  p r o d u c t io n  th e  o p p o s i te  
was fo u n d  t o  be  t r u e ,  a l l  p ro g ra m m in g  o f  ta s k s  b e in g  
c a r r i e d  o u t  c o n c u r r e n t ly  w i t h  p r o d u c t io n ” .
W oodward (1 0 2 )  f o l l o w i n g  an  a n a ly s is  o f  a n u m b e r o f  
m a n u f a c t u r in g ' f i r m s  p ro p o s e d  e le v e n  c a t e g o r ie s  f o r  t h e i r  
c l a s s i f i c a t i o n ,  These  a re  l i s t e d  i n  o r d e r  o f  
c h r o n o lo g ic a l  d e v e lo p m e n t and  t e c h n i c a l  c o m p le x i t y .  I n  
s t u d y in g  th e  c h a r a c t e r i s t i c s  o f  th e s e  c a t e g o r ie s  some 
show ed a d i r e c t  r e l a t i o n s h i p  w i t h  t e c h n i c a l  a d v a n c e  o t h e r  
s u r p r i s i n g l y  r o s e  t o  a  p e a k  i n  th e  m id d le  o f  th e  t e c h n i c a l  
s c a le .
The ones  s h o w in g  a  d i r e c t  r e l a t i o n s h i p  w e r e : th e  le n g t h  o f : 
th e  l i n e  o f  com m and;, t h e  s p a n  o f  c o n t r o l  o f  th e  c h i e f  
e x e c u t iv e ;  th e  p e rc e n ta g e  o f  t o t a l  t u r n o v e r  a l l o c a t e d  t o  
th e  p a ym e n t o f  w ages a nd  s a l a r i e s ;  and  th e  r a t i o  o f  
m a n a g e rs  t o  t o t a l  p e r s o n n e l ,  o f  c l e r i c a l  and  a d m in is t r a t i v e  
s t a f f  t o  m a n u a l w o r k e r s ,  o f  d i r e c t  t o  i n d i r e c t  la b o u r ,  
and  o f  g r a d u a te  t o  n o n -g ra d u a te  s u p e r v is io n  i n  p r o d u c t io n  
d e p a r tm e n ts .
The ones  s h o w in g  a p e a k  i n  th e  m id d le  w e re :  th e  s iz e  o f  
s p a n  o f  c o n t r o l  o f  th e  f r o n t  l i n e  s u p e r v is o r s  i n  
p r o d u c t io n  d e p a r tm e n ts ;  th e  r a t i o  and  r e l a t i v e  s t a t u s  o f  
s k i l l e d ,  s e m i - s k i l l e d  a nd  u n s k i l l e d  w o r k e r s ;  m anagem ent 
s y s te m s  and  o r g a n is a t io n s ;  u s e  o f  s p e c i a l i s t s ;  p r o d u c t io n  
a d m in is t r a t i o n  a nd  c o n t r o l ;  m e th o d s  o f  c o m m u n ic a t io n .
Woodward's (103) studies further indicate that most 
successful firms in each category had organisational 
characteristics in common. Those in the middle of the 
technical range tend to be mechanistic whereas those 
outside the range were organic.
I t  m ig h t  be  assummed f ro m  t h i s  c l a s s i f i c a t i o n  t h a t  a l l
f i r m s  w i l l  move t o  a d o p t  a  p ro c e s s  s y s te m . W oodward (1 0 4 )
reminds us that standardisation, speoification and
s i m p l i f i c a t i o n  a re  th e  id e a l s  w h ic h  h a ve  c o n t r ib u t e d  t o
an increased standard of living; but that this increased 
standard of 'living is. likely to generate a greater demand
f o r  goods  m a n u fa c tu re d  t o  c u s to m e rs ' i n d i v i d u a l
requirements.
As t h i s  c l a s s i f i c a t i o n  was b a s e d  on m a n u fa c tu r in g  f i r m s  
i t  d oe s  n o t  accom m odate  th e  te c h n o lo g y  o r  t e c h n o lo g ie s  o f  
h o t e l  and  c a t e r i n g .  T h e re  a re  a w id e  d i v e r s i t y  o f  f i r m s  
o f f e r i n g  s e r v ic e s  i n  th e  h o t e l  and  c a t e r in g  i n d u s t r y ,  
some o f f e r i n g  s i m p l i f i e d  s ta n d a r d is e d  s e r v ic e s  and  o th e r s  
r e s p o n d in g  t o  th e  i n d i v i d u a l  r e q u i r e m e n ts . .  • T h is  p o in t s  
t o  a  n e e d  t o  i d e n t i f y  c a t e g o r ie s  o f  h o t e l  and  c a t e r in g  
f i r m s  and  t o  d e te r m in e  w h e th e r  s u c c e s s f u l  f i r m s  h a v e  
common o r g a n is a t io n a l  c h a r a c t e r i s t i c s .
Thom pson (1 0 5 )  s u g g e s ts  a. w id e r  c l a s s i f i c a t i o n  th a n  
W oodw ard , w h ic h , i s  c o n c e rn e d  s o l e l y  w i t h  m a n u fa c tu r in g ,  
w h ic h  may be h e l p f u l  i n  i d e n t i f y i n g  s u c h  c a t e g o r ie s .  He 
c l a s s i f i e s  t e c h n o lo g y  as  f o l l o w s :
1 ) lo n g  l i n k e d  t e c h n o lo g y ;
2 )  m e d ia t in g  t e c h n o lo g y ;
3 )  in t e n s iv e  t e c h n o lo g y .
lo n g  l i n k e d  te c h n o lo g y  -  t h i s  in v o lv e s  in te r d e p e n d e n c e  
a nd  a p p e a rs  t o  em brace  a l l  m a n u fa c tu r in g  t e c h n o lo g ie s  
i d e n t i f i e d  b y  W oodw ard .
M e d ia t in g  t e c h n o lo g y  -  t h i s  in v o lv e s  th e  l i n k i n g  o f  
c l i e n t s  o r  c u s to m e rs  who a re  o r  w is h  t o  be in te r d e p e n d e n t  
e * g .  th e  h a n k s  t h a t  l i n k  d e p o s i t o r s  and  b o r r o w e r s ,  th e  
in s u r a n c e  f i r m  t h a t  l i n k  th o s e - who w o u ld  p o o l  common • 
r i s k s ,  th e  p o s t  o f f i c e  t h a t  l i n k s  th o s e  who w is h  t o  
c o m m u n ic a te .
I n t e n s iv e  te c h n o lo g y  -  t h i s  in v o lv e s  a v a r i e t y  o f  
te c h n iq u e s  d ra w n  up i n  o r d e r  t o  a c h ie v e  a chan ge  i n  some 
s p e c i f i c  i n d i v i d u a l  o r  o b j e c t ;  th e  s e l e c t i o n ,  c o m b in a t io n  
and  o r d e r  o f  a p p l i c a t i o n  a re  d e te rm in e d  b y  fe e d b a c k  f ro m  
th e  i n d i v i d u a l  o r  o b j e c t .  S u c c e s s  r e s t s  on i n  p a r t ,  
t h e  a v a i l a b i l i t y  o f  a l l  th e  c a p a c i t ie s  p o t e n t i a l l y  n e e d e d  
h u t  e q u a l l y  i n  th e  a p p r o p r ia t e  c u s to m  o f  c o m b in a t io n  o f  
s e le c te d  c a p a c i t ie s  as  r e q u i r e d  b y  th e  i n d i v i d u a l ,  case  
o r  p r o j e c t .
I t  i s  th e  t h i r d ,  a nd  p o s s ib l y  th e  s e c o n d  c la s s ,  i n  w h ic h  
h o t e l  and  c a t e r in g  a c t i v i t i e s  seem t o  f a l l  and  f o r  w h ic h  
i t  may be  p o s s ib le  t o  e v o lv e  c a t e g o r ie s  b y  a p p ly in g  an  
a p p ro a c h  s i m i l a r  t o  th e  one d e v e lo p e d  b y  W oodw ard . An. 
a n a ly s is  w o u ld  h e lp  t o  i n d i c a t e  w h e th e r  h o t e l  and  
c a t e r in g  f i r m s  can  be c a te g o r is e d  a c ro s s  a nu m b e r o f  v e r y  . 
d i f f e r e n t  c a t e g o r ie s  s i m i l a r  i n  sco p e  t o  th o s e  i n  
m a n u fa c tu r in g  o r  w h e th e r  t h e y  fo rm  a c l u s t e r  o r  c lu s t e r s  
i n  one o r  m ore  c a t e g o r ie s .  T h is  w o u ld  be  a  u s e f u l  
i n d i c a t o r  t o  w h e th e r  common o r  d i f f e r e n t  c h a r a c t e r i s t i c s  
w e re  l i k e l y  t o  c o n t r i b u t e  t o  s u c c e s s .
W oodward (1 0 6 )  as  w e l l  a s  d e v e lo p in g  a  c l a s s i f i c a t i o n  
f o r  m a n u fa c tu r in g  o r g a n is a t io n s  a ls o  b ro k e  down 
m a n u fa c tu r in g  t e c h n o lo g y  i n t o  m anagem ent t a s k s  ( d e v e lo p m e n t ,  
p r o d u c t io n  and  m a r k e t in g )  a nd  m anagem ent f u n c t io n s  
( p e r s o n n e l ,  p la n n in g ,  c o n t r o l  a n d  i n s p e c t i o n ) /
S u g g e s t in g  t h a t  t h e  t a s k s  c o u ld  be  in d e p e n d e n t ,  w h e re a s ,  
th e  f u n c t io n s  w e r q ' in te r d e p e n d e n t . She a ls o  s u g g e s te d  
t h a t  i n  d i f f e r e n t  c a t e g o r ie s  o f •m a n u fa c tu r in g  te c h n o lo g y  
t h e r e  seemed t o  b e o n e  t a s k  t h a t  was c e n t r a l  and  c r i t i c a l  
t o  s u c c e s s  o f  t h e  o r g a n is a t io n ;  and  th e  f i r m s  t h a t  
r e f l e c t e d  t h i s  i n  th e  s t a t u s  o f  t h i s  d e p a r tm e n t  a p p e a re d  
t o  be -the  m o s t s u c c e s s f u l .  These  w e re  i d e n t i f i e d  as 
in d ic a t e d  i n  th e  f o l l o w i n g  t a b l e .
T a b le  5 .3  C h a r a c t e r i s t i c s  o f  - p ro d u c t io n  s y s te m s
P r o d u c t io n
s y s te m
M a n u fa c tu r in g  c y c le
M o s t c r i t i c a l  
f u n c t i o n
U n i t  and  s m a l l  
b a tc h
M a r k e t in g D e v e lo p m e n t P r o d u c t io n
la r g e  b a tc h  and  
m ass
D e v e lo p m e n t P r o d u c t io n M a r k e t in g
P ro c e s s D e v e lo p m e n t M a r k e t in g P r o d u c t io n  
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IT h is  s u g g e s ts  i t  w o u ld  he  w o r t h w h i le  t r y i n g  t o  d e te rm in e  
w h e th e r  a c r i t i c a l  f u n c t i o n  c o u ld  he  e s t a b l is h e d  f o r  
d i f f e r e n t  c h a r a c t e r i s t i c s  o f  m e d ia t in g  and  in t e n s iv e  
t e c h n o lo g ie s .  A c lo s e r  u n d e r s ta n d in g  o f  th e s e  f a c t o r s  
a re  n o t  o n ly  h e l p f u l  i n  th e  a p p r a is a l  o f  an  o r g a n is a t io n  
b u t  a ls o  m akes i t  p o s s ib le  t o  p la n  o r g a n is a t io n a l  change  
s in r u l ta n e o u s ly  w i t h  t e c h n i c a l  c h a n g e .
Thom pson (1 0 7 )  a ls o  r a is e s  th e  k e y  is s u e  o f  how  a n  
o r g a n is a t io n  f i n d s  a nd  m a in ta in s  a v ia b le  t e c h n o lo g y  t o  
s a t i s f y  dem ands w h ic h  may be  c h a n g in g :
" I n  th e  s o c ie t y  g e a re d  t o  c o m p le x  o r g a n is a t io n s  
t e c h n o lo g ie s  change  as c a u s e / e f f e c t  u n d e r s ta n d in g  c h a n g e ; 
h e n c e  a te c h n o lo g y  t h a t  was e f f e c t i v e  y e s te r d a y  may be 
in a d e q u a te  t o - d a y .  O r y e s t e r d a y ’ s v ia b le  te c h n o lo g y  may 
be  v ia b le  a g a in  t o - d a y  b u t  w i t h  a . d i f f e r e n t  s e t  o f  
p a r t n e r s ,  a  new t a s k  e n v ir o n m e n t .
/
Q u e s t io n s  o f  w h a t te c h n o lo g y  t o  r e t a i n  w h ic h  t o  e x p e l 
and  w h ic h  t o  a d o p t  may n o t  be  d a i l y  m a t te r s ,  f o r  a n y  
c o m p le x  o r g a n is a t io n ,  b u t  t h e y  a re  p o t e n t i a l  p ro b le m s  f o r  
e v e r y  o r g a n is a t io n  i n  a  m o d e rn  s o c ie t y ,  and  we see no 
re a s o n  t o  b e l ie v e  t h a t  th e y  a re  s o lv e d  s p o n ta n e o u s ly  o r  
v i a  th e  c lo s e d  l o g i c  o f  th e  r a t i o n a l  m o d e l" .
T h is  r e in f o r c e s  th e  n e e d  f o r  a d a p t iv e  s t r u c t u r e s  as  w e l l  as  
th e  s u p p o r t iv e  s t r u c t u r e  t o  m a in t a in  th e  p r e s e n t  
t e c h n o lo g y .  H ic k s o n  e t  a l  ( 1 0 8 )  a ls o  p o in t  t o  th e  l i n k  
b e tw e e n  te c h n o lo g y  a nd  s t r u c t u r e  and s u g g e s t  t h a t  t h i s  i s  
p r o b a b ly  m ore c o m p le x  th a n  W oodward s u g g e s ts .
I t  a p p e a rs  t h a t  t e c h n o lo g y  i s  an  im p o r ta n t  th o u g h  n o t  
d e t e r m i n i s t i c  v a r ia b le  t h a t  ca n  h a v e  an  im p a c t  on q u a l i t y  
o f  s e r v ic e  and  t h a t  th e  te c h n o lo g y  i s  l i k e l y  t o  be d i f f e r e n t  
a c c o r d in g  t o  th e  d e g re e  o f  u n i f o r m i t y  and  n a tu r e  o f  th e  
s e r v ic e  r e q u i r e d  b y  th e  co n su m e r and  th e  d e g re e  o f  i n v o lv e ­
m en t i n  th e  s e r v ic e  s y s te m  w h i l s t  c o n s u m in g  th e  s e r v ic e .  
F u r t h e r  t h a t  th e  b a la n c e  o f  w hen th e  d e c is io n  m a k in g  i s  made 
on th e  q u a l i t y  o f  s e r v ic e  w i l l  dep end  u p o n  w h e th e r  t h i s  i s  
p r i n c i p a l l y  c o n t r o l l e d  b y  th e  d e s ig n  o f  th e  s e r v ic e  p ro c e s s  
o r  b y  th e  p r o v is i o n  o f  th e  s e r v ic e s .  The d e c is io n s  o f  th e  
k in d  o f  te c h n o lo g y  t h a t  i s  a d o p te d  - w i l l ‘ a ls o  h a v e  an  im p a c t  
on th e  o th e r  v a r ia b le s ,  p a r t i c u l a r l y  s t r u c t u r e  and  c o n t r o l .
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From  th e  in f o r m a t io n  a v a i l a b le  i t  i s  n o t  p o s s ib le  t o  
c r e a te  v a l i d  c a t e g o r ie s  o f  s e r v ic e s  w i t h o u t  f u r t h e r  
r e s e a r c h  o r  t o  d e te rm in e  w h a t f u n c t io n s  a re  th e  m o s t 
c r i t i c a l  i n  c o n t r o l l i n g  d i f f e r e n t  t y p e s  o f  s e r v ic e  
o r g a n is a t io n s .  T h is ,  i t  i s  s u g g e s te d ,  c o u ld  be a  v a lu a b le  
a re a  f o r  f u r t h e r  r e s e a r c h .
5 .7  STRUCTURE
Shaw (1 0 9 )  s u g g e s ts  s t r u c t u r e  i s  im p o r ta n t  i n  th e  c o n te x t  
o f  q u a l i t y  and  t h a t  s t r u c t u r a l  c h a n g e s ’ s h o u ld  be  a p r i o r i t y  
when im p r o v in g  q u a l i t y :  .
i f  m anagem ent w is h e s  t o  im p ro v e  q u a l i t y  and  
p r o d u c t i v i t y  t o  make p e o p le  m ore  r e s p o n s iv e  t o  
c u s to m e rs ’ n e e d s , o r g a n is a t io n a l  r e la t i o n s h i p s  a re  th e  
p la c e  t o  i n i t i a t e  c h a n g e s . These  s h o u ld  p re c e d e  ch a n g e s  
t o  e i t h e r  m anagem ent o r  o p e r a t io n a l  c o n t r o l s " X
He a ls o  s t r e s s e s  t h a t  o r g a n is a t io n  c h a n g e :
ca n  he a c h ie v e d  i n  le s s  t im e  th a n  o t h e r  m anagem ent 
c h a n g e s , s u c h  as d e v e lo p m e n t o f  f a c i l i t i e s  o r  s y s te m s .  
H o w e v e r, t o  r e a l i s e  r e s u l t s  f r o m  o r g a n is a t io n a l . d e s ig n ,  
th e  p e o p le  in v o lv e d  m u s t he  s e n s i t i v e  t o  a nd  c o g n is a n t  o f  
th e  p r o je c t e d  o u tc o m e s " .
A l th o u g h  s t r u c t u r e  a p p e a rs  t o  he  im p o r t a n t  and  i t  may he 
a p p r o p r ia t e  i n  m o s t c ir c u m s ta n c e s  t o  t a c k le  s t r u c t u r a l  
ch a n g e s  b e fo r e  ch a n g e s  o f  c o n t r o l s  i t  m u s t be  r e c o g n is e d  
t h a t  o th e r  v a r ia b le s  a ls o  in f l u e n c e  q u a l i t y  and  t h a t  i n  
d i f f e r e n t  c ir c u m s ta n c e s  d i f f e r e n t  v a r ia b le s  r e q u i r e  t o  
be  c o n s id e r e d  as p r i o r i t y .
C h i ld  (1 1 0 )  r e f e r s  t o  th e  lo n g  s ta n d in g  c o n fu s io n  
b e tw e e n  th e  te rm s  ’ o r g a n i s a t i o n 1 and  ’ s t r u c t u r e ’ . I n
t h i s  c o n te x t  th e  w o rd  ’ o r g a n is a t io n *  i s  u s e d  i n ‘ th e  
c o n t e x t  o f  th e  w h o le  e n t i t y  and  s t r u c t u r e  as d e f in e d  b y
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B r a d le y  and. W i l k ie  (1 1 1 )  i s  th e  e s t a b l is h e d  p a t t e r n  o f  
r e la t i o n s h i p s  a m o n g 'th e ' c o m p o n e n ts  o r  p a r t s  o f  th e  
o r g a n is a t io n .
L a u re n c e  and  L o rs c h  (1 .12) when d is c u s s in g  s t r u c t u r e  as 
d e f in e d  abo ve  g iv e s  th e  f o l l o w i n g  d e f i n i t i o n :  '
"A n  o r g a n is a t io n  i s  th e  c o - o r d in a t i o n  o f  d i f f e r e n t  
a c t i v i t i e s  o f  i n d i v i d u a l  c o n t r i b u t o r s  t o  c a r r y  o u t  p la n n e d  
t r a n s a c t io n s  w i t h  t h e  e n v i r o n m e n t " .
B ow er (1 1 3 )  u s in g  th e  d e s c r i p t i o n  o r g a n is a t io n a l  d e s ig n  
g iv e s " a  s i m i l a r  b u t  b r o a d e r  d e f i n i t i o n :
"  . . .  a  p ro c e s s  f o r  th e  d e v e lo p m e n t o f  a  p la n  o f  
o r g a n is a t io n  w h ic h  p r o v id e s  th e  h a rn e s s  t h a t  h e lp s  p e o p le  
p u l l  t o g e t h e r  i n  p e r f o r m in g  a c t i v i t i e s  i n  a c c o rd a n c e  w i t h  
s t r a t e g y ,  p h i lo s o p h y  a nd  p o l i c i e s " .  /-
Shaw (1 1 4 )  p u ts  t h i s  i n  a  w id e r  c o n t e x t  when he s u g g e s ts  
t h a t  tbe r o le  o f  o r g a n is a t io n  d e s ig n  i s  t o  a s s u re  a 
m a tc h in g  o f  th e  o r g a n is a t io n  w i t h  i t s  m is s io n ,  a nd  t h a t  
th e  d e s i r e d  o u tc o m e s  and  c u l t u r e  o f  th e  b u s in e s s  be  
u t i l i s e d  as  a f ra m e w o rk  f o r  o r g a n is a t io n a l  d e s ig n .
F u r t h e r  t h a t  w h e re  th e  o u tc o m e s  a re  i n d i v i d u a l l y  r e n d e re d  
s e r v ic e s ,  o r g a n is a t io n  d e s ig n  m u s t be p la n n e d  t o  a s s u re  
h ig h  l e v e ls  o f  q u a l i t y  and  p r o d u c t i v i t y .
Shaw (1 1 5 )  w i t h i n  t h i s  c o n te x t  g iv e s  th e  f o l l o w i n g  
d e f i n i t i o n :
" O r g a n is a t io n a l  d e s ig n  e s t a b l is h e s  th e  hum an r e s o u r c e s  
fra m e w o rk , and  th e  r e l a t i o n s h i p s  n e c e s s a ry  t o  b r i n g  
r e s o u r c e s  t o  b e a r  u p o n . th e  a c h ie v e m e n t o f  g o a ls ,  
o b je c t iv e s  and  p la n s  . . .  o r g a n is a t io n a l  d e s ig n  e s t a b l is h e s  
"the r e s p o n s i b i l i t i e s  and  a l l o c a t e s  th e  r e s o u r c e s  f o r  
g e t t i n g  t h e r e " .
S a s s e r  e t  a l  (1 1 6 )  d ra w s  a t t e n t i o n  t o  th e  f a c t  t h a t  
d i f f e r e n t  ty p e s  o f  s e r v ic e  o r g a n is a t io n s  h a ve  d i f f e r e n t  
s t r u c t u r e s .  T he y  s u g g e s t  p e r s o n a l s e r v ic e  o r g a n is a t io n s  
h a ve  a f l a t  u n s t r u c t u r e d  h ie r a r c h y  w i t h  lo o s e  s u b o r d in a t e -
s u p e r io r  r e l a t i o n s h i p s  w i t h  h ro a d  d i s c r e t i o n  a t  a l l  
l e v e l s  w h e re a s  a co n su m e r s e r v ic e  o r g a n is a t io n  h a s  a 
r i g i d  p y r a m id a l  h ie r a r c h y  w i t h  s ta n d a r d  o p e r a t in g  
p ro c e d u re s  and  c lo s e  to p -d o w n  c o n t r o l .
borsch (117) suggests that structure can be 
b ro k e n  down i n t o  th e  b a s ic  s t r u c t u r e  a nd  th e  o p e r a t in g  
m echan ism s  a nd  C h i ld  (1 1 8 )  a d d s  a  t h i r d  d im e n s io n  w h ic h  
he  c a l l s  th e  d e c is io n  m a k in g  m e c h a n is m . C h i ld  f u r t h e r  
b re a k s  th e s e  down i n t o  th e  f o l l o w i n g  c o m p o n e n ts :
1 ) The a l l o c a t i o n  o f  t a s k s  a n d  r e s p o n s i b i l i t i e s  t o  
i n d i v i d u a l s ,  i n c lu d in g  d i s c r e t i o n  o v e r  th e  use  o f  
r e s o u r c e s  a n d  m e th o d s  o f  w o r k in g .  S t r u c t u r a l  
f e a t u r e s  h e re  a re  th e  d e g re e  o f  jo b  s p e c i a l i s a t i o n  
and  d e f i n i t i o n .
2 )  The d e s ig n a t io n  o f  f o r m a l  r e p o r t i n g  r e l a t i o n s h i p s  
d e te r m in in g  th e  n u m b e r o f  l e v e l s  i n  th e  h ie r a r c h ie s  
and  th e  s p a n s  o f  c o n t r o l  o f  m a n a g e rs  and  
s u p e r v i s o r s .
3 )  The g r o u p in g  t o g e t h e r  o f  i n d i v i d u a l s  i n  s e c t io n s  
o r  d e p a r tm e n ts ,  th e  g r o u p in g  o f  d e p a r tm e n ts  i n t o  
d i v i s i o n s  and  l a r g e r  u n i t s  i n t o  th e  t o t a l  
o r g a n is a t io n .
4 ) The d e le g a t io n  o f  a u t h o r i t y  t o g e t h e r  w i t h  th e  
a s s o c ia te d  p ro c e d u re s  w h e re b y  th e  u s e  o f  
d i s c r e t i o n  i s  m o n ito r e d  and  e v a lu a te d .
5 ) The d e s ig n  o f  s y s te m s  t o  e n s u re  e f f e c t i v e  
c o m m u n ic a t io n  o f  in f o r m a t i o n ,  i n t e g r a t i o n  o f  
e f f o r t ,  and  p a r t i c i p a t i o n  i n  th e  d e c is io n  m a k in g  
p r o c e s s .
6 ) The p r o v is i o n  o f  s y s te m s  f o r  p e r fo rm a n c e  
a p p r a is a l  and  re w a rd  w h ic h  h e lp  to  m o t iv a te  
r a t h e r  t h a n  t o  a l i e n a t e  e m p lo y e e s *
Shaw (1 1 9 )  ta k e s  a r a t h e r  d i f f e r e n t  a p p ro a c h  t o  
o r g a n is a t io n a l  d e s ig n  when he  s u g g e s ts  i t  ca n  be  a p p l ie d  
a t  t h r e e  le v e l s  w i t h i n  a n  o r g a n is a t io n :
»1) th e  l e v e l  a t  w h ic h  th e  o r g a n is a t io n  d e a ls  w i t h  
i t s  e n v ir o n m e n t ;
2 )  th e  l e v e l  a t  w h ic h  th e  o r g a n is a t io n s  w i t h i n  an  
e n t e r p r is e  d e a l w i t h  e a c h  o t h e r ;
3 )  t h e  l e v e l  a t  w h ic h  i n d i v i d u a l s  r e l a t e  t o  th e  
o r g a n is a t io n s  o f  w h ic h  th e y  a re  a p a r t " . ,
L a u re n c e  and. L o r s c h  (1 2 0 )  a ls o  s u g g e s t  a  fra m e w o rk  w h ic h  
em braces th e s e "  t h r e e  l e v e l s  a n d  add  a f o u r t h  th e  
in t e r p e r s o n a l  r e l a t i o n s h i p s  b e tw e e n  c o n t r i b u t o r s .  The 
f o u r  co m p o n e n ts  a re  g iv e n  b e lo w  t o g e t h e r  w i t h  a fra m e w o rk  
w h ic h  s y m b o lis e s  th e  m o d e l ( F ig z ir e  5 . 1 ) :
1 ) The i n t e r f a c e  b e tw e e n  i n d i v i d u a l  c o n t r i b u t o r s  and  
th e  o r g a n is a t io n .
2 )  The o r g a n is a t io n - e n v i r o n m e n t  i n t e r f a c e .
3 )  The i n t e r f a c e  among g ro u p s  o r  u n i t s  w i t h i n  th e  
o r g a n is a t io n .
4 ) The in e r p e r s o n a l  r e l a t i o n s h i p s  b e tw e e n  i n d i v i d u a l  
c o n t r i b u t o r s .  ^
F ig u r e  5 .1  C o n c e p tu a l f ra m e w o rk  o f  th e  s t r u c t u r a l  d e s ig n  
o f  o r g a n is a t io n s
I n  th e  f i g u r e  i n d i v i d u a l  c o n t r i b u t o r s  e a ch  r e s p o n s ib le  f o r  
a  s p e c i f i c  t a s k  a re  r e p r e s e n te d  b y  a d o t .  These  a re  
g ro u p e d  b y  tx ' ia n g le .s  i n t o  o r g a n is a t io n a l  u n i t s .  The 
c i r c l e s  r e p r e s e n t  a re a s  o f  th e  e n v iro n m e n t  w h ic h  c e r t a in  
c o n t r i b u t o r s  a re  l i n k e d  t o  i n d ic a t e  t h e i r  s p e c ia l i s e d  t a s k
o f  c o n d u c t in g  t r a n s a c t io n s  w i t h  a s p e c i f i c  a re a  o f  th e  
e n v ir o n m e n t .  E ach  u n i t  w i l l  h a v e  d e v e lo p e d  d i f f e r e n t  
c h a r a c t e r i s t i c s ,  d e p e n d in g  u p o n  i t s  p a r t  o f  th e  
e n v ir o n m e n t .  lo r s c h  (1 2 1 )  s u g g e s ts  t h a t  t o  
o p e ra te  e f f e c t i v e l y ,  an  o r g a n is a t io n  r e q u i r e s  an  
a p p r o p r ia t e  b a s ic  s t r u c t u r e  in d ic a t e d  th r o u g h  o r g a n is a t io n  
c h a r t s  and  jo b  d e s c r ip t i o n s  and  o p e r a t in g  m e c h a n is m s , s u c h  
as c o n t r o l  p r o c e d u r e s ,  i n f o r m a t i o n  s y s te m s , s t a n d a r d is e d  
r u le s  and  p r o c e d u r e s .  The f o u r  c o m p o n e n ts  o f  t h i s  m o d e l 
a re  now e x a m in e d .
5*7*1 The interface between individual contributors and the organisation ’ *”
At its inception, any organisation is an expression of its 
individual founders. Once an organisation is launched, 
it generates a need for additional contributors who in 
turn influence the strategies and goals of the 
organisation.
I t  h a s  a l r e a d y  b e e n  s t r e s s e d  t h a t  i n d i v i d u a l  c o n t r i b u t o r s  
a re  c o m p le x  a nd  may h a v e  d i f f e r e n t  m o t iv e s .  These a r i s e  
f ro m  d i f f e r e n t  n e e d s  and  e x p e r ie n c e s  w h ic h  g iv e  r i s e  t o  
i n t e r p r e t i n g  s i t u a t i o n s  i n  d iv e r s e  w a y s . T h is  i s  f u r t h e r  
u n d e r l in e d  b y  th e  f o l l o w i n g  s ta te m e n t  b y  S c h e in  (1 2 2 )  
s u g g e s t in g  t h a t  m a n a g e rs  s h o u ld ,  w i t h  i n d i v i d u a l  
c o n t r i b u t o r s :
"  . . .  be  p r e p a re d  t o  a c c e p t  a v a r i e t j r  o f  in t e r p e r s o n a l  
r e l a t i o n s h i p s ,  p a t t e r n s  o f  a u t h o r i t y  and  p s y c h o lo g ic a l  
c o n t r a c t s " .
T h is  l i n k s  c lo s e ly  w i t h  th e  c o n c lu s io n s  t h a t  h a v e  b e e n  
d ra w n  r e l a t i n g  t o  g o a ls ,  e n v iro n m e n t  and  human v a r i a b l e .
5.7.2 The organisation-environment interface
Shaw (1 2 3 )  s t r e s s e s  t h a t :
"T h e  m a jo r  t h r u s t  o f  o r g a n is a t io n a l  d e s ig n  f o r  a  s e r v ic e  
e n t e r p r i s e  i n  a d y n a m ic  e n v iro n m e n t  s h o u ld  he  t o  l i n k  up 
i t s  o r g a n is a t io n  as  t i g h t l y  as  p o s s ib le  w i t h  t h a t  
e n v ir o n m e n t "  *
T h is  i n t e r f a c e  in c lu d e s  t r a n s a c t io n s  w i t h  c o n s u m e rs , 
s u p p l i e r s ,  p o t e n t i a l  e m p lo y e s s ,  p u b l i c  a g e n c ie s  and  
p r o v id e r s  o f  c a p i t a l .  B u rn s  a nd  S t a l k e r  (1 2 4 )  s u g g e s t  
t h a t  ’ a  m e c h a n is t ic  s y s te m ’ o f  m anagem ent p r a c t i c e  i s  
a p p r o p r ia t e  f o r  a  s t a b le  e n v iro n m e n t  a nd  ’ an  o r g a n ic  
s y s te m ’ f o r  a  c h a n g in g  e n v ir o n m e n t .  Thom pson (1 2 5 )  
i d e n t i f i e s  tw o  d im e n s io n s  t h a t  a f f e c t  th e  c e r t a i n t y  and  
u n c e r t a i n t y  o f  th e  e n v ir o n m e n t :  h o m o g e n e ity  v s  
h e t e r o g e n e i t y ;  s t a b i l i t y  v s  s h i f t i n g .  ‘ He a ls o  s u g g e s ts  
t h a t  w h e re  t h e r e  i s  a  h ig h  d e g re e  o f  u n c e r t a i n t y  t h i s  
le a d s  t o  a s c a t t e r i n g  o f  d i s c r e t i o n  among a  n u m b e r o f  
s e l f  s u f f i c i e n t  s u b - u n i t s ,  e s p e c ia l l y  w hen th e  s u r v e i l l a n c e  
c a p a c t i t y  i s  l i m i t e d .
An e f f e c t i v e  e n v iro n m e n t  o r g a n is a t io n  i n t e r f a c e  means th e  
p r o p e r  d i v i s i o n  o f  a c t i v i t i e s  w h ic h  th e  o r g a n is a t io n  f i n d s  
n e c e s s a ry  t o  c a r r y  o u t  t r a n s a c t io n s  w i t h  i t s  e n v ir o n m e n t .  
T h is  g r o u p in g  o f  jo b s  o f  a s i m i l a r  n a t u r e  i s  d e f in e d  b y  
L a u re n c e  a nd  L o r s c h  (1 2 6 )  as  d i f f e r e n t i a t i o n ,  a n d  w h e re  th e  
e n v iro n m e n t  i s  v a r ie d  w id e  d i f f e r e n c e s  w o u ld  be  
e x p e c te d  b e tw e e n  th e  n a t u r e  o f  th e  g ro u p s . .
S h a m ir  (1 2 7 )  s u g g e s ts  t h a t  h o t e l s  a re  h i g h l y  
d i f f e r e n t i a t e d  as  p r e d ic t e d  b y  L a u re n c e  e t  a l ,  b u t  t h a t  
i t  i s  a c c o r d in g  t o  f u n c t i o n  and  n o t  a c c o r d in g  t o  c u s to m e r ,  
i n  c o n t r a s t  t o  . th e  p r o p o s i t i o n  d ra w n  f ro m  th e  Thom pson 
m o d e l:
”  . . .  t h a t  a n  h o t e l  s h o u ld  be o r g a n is e d  i n  a u to n o m o u s  
s u b - u n i t s  e a ch  d e a l in g  w i t h  a  l i m i t e d  num be r o f  c u s to m e rs ,  
and  e ach  c o n t a in in g  a l l  th e  f u n c t io n s  t h a t  h a v e  t o  be 
p r o v id e d  to  th e s e  c u s to m e r s " .
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S h a m ir  (1 2 8 )  s u g g e s ts  t h a t  t h e  h o t e l  h a s .a  ’ s e e m in g ly  
m e c h a n is t ic  * s t r u c t u r e  * and  s u g g e s ts  t h a t  th e  re a s o n s  f o r  
t h i s  a r e :  t r a d i t i o n ;  d i v i s i o n  o f  la b o u r ;  m ask a n d  as a  
fo rm  o f  c o n t r o l .
S m ith  (1 2 9 )  i n  common w i th .  Thom pson s u g g e s ts  t h a t  w h e re  th e  
i n t e r f a c e  b e tw e e n  th e  f r o n t  l i n e  o f  th e  o r g a n is a t io n  and  
th e  e n v iro n m e n t  i s  s t r o n g e r  th a n  th e  i n t e r f a c e  b e tw e e n  
g ro u p s  t h e r e  i s ' a  d e c e n t r a l i s a t i o n  o f  th e  e x e c i i t iv e  
p r o c e s s .
S m ith  (1 3 0 )  r f e r s  t o  t h i s  t y p e  o f  s t r u c t u r e  as  a  f r o n t  
l i n e  o r g a n is a t io n  w h e re  o r g a n is a t io n a l  i n i t i a t i v e  i s  
lo c a t e d  i n  in d e p e n d e n t  f r o n t  l i n e  u n i t s ,  a nd  w h e re  t h e r e  
a re  o b s ta c le s  t o  th e  d i r e c t  s u p e r v is io n  o f  th e  a c t i v i t y  o f  
s u c h  u n i t s .
/
The dilemma of those who occupy positions at the centre of 
such organisations is described by Smith (131 ) :
’’ The d ile m m a  o f  th o s e  who o c c u p y  c e n t r a l  p o s i t i o n s  i s  t h a t  
t h e y  a re  r e s p o n s ib le  f o r  m a k in g  p o l i c j r  and  m a in t a in in g  
s ta n d a r d s  o f  p e r fo rm a n c e  f o r  th e  o r g a n is a t io n s  as  a  w h o le ,  
w h i le  o c c u p y in g  p o s i t i o n s  f ro m  w h ic h . t h i s  r e s p o n s i b i l i t y  
can  l e a s t  e f f e c t i v e l y  be  e x e r c is e d  . . . ”
S m ith  (1 3 2 )  s z ig g e s ts  th e  d ile m m a  i s  s o lv e d  b y  
s t r e n g th e n in g  th e  p a t t e r n  o f  o p e r a t io n a l  c o n t r o l  and  
re d z ic in g  th e  a u t h o r i t y  o f  th e  f r o n t  l i n e  u n i t s .  Two 
s u g g e s te d  w ays i n  w h ic h  t h i s  ca n  be a c h ie v e d  a r e  b y  
e s t a b l i s h i n g  e f f e c t i v e  t r a i n i n g  a nd  th r o u g h  c o m m u n ic a t io n s .
Training designed to encourage the individual to 
internalise standards of commitment and levels of 
competence and communication procedure aimed at receiving 
a free flow of upward and downward communication.
O th e r  ways s u g g e s te d  b y  S m ith  (1 3 3 )  a re  q u a l i t y  in s p e c t io n s ;  
th e  u se  o f  c h a r is m a t ic  f i g u r e s ;  and  r e c r u i t m e n t  and  s e l e c t i o n ,  
p ro c e d u re s  w h ic h  e x c lu d e  p e r s o n n e l w i t h o u t  th e  a p p r o p r ia t e
t r a i n i n g  and. e x p e r ie n c e .  The m a jo r i t y  o f  w ays s u g g e s te d  
b y  S m ith  f o r  r e s o lv i n g  th e  d ile m m a  do a p p e a r  t o  change  th e  
p a t t e r n s  o f  c o n t r o l  b u t  do n o t  n e c e s s a r i l y  re d u c e  th e  
a u t h o r i t y  o f  th e  f r o n t  l i n e  u n i t s .
I t  seems l i k e l y  t h a t  th e  d i v e r s i t y  o f  u s e rs  v / i l l  f a l l  i n t o  
g ro u p s  some o f  w h ic h  w i l l  h a v e  f a i r l y  u n i f o r m  n e e d s  and 
some v e r y  d i f f e r e n t  n e e d s .  F o r  t h i s  r e a s o n  i t  seems 
l i k e l y  t h a t  some s e r v ic e  e n t e r p r is e s  w i l l  r e q u i r e  a 
m e c h a n is t ic  s t r u c t u r e  and  some a n  o r g a n ic  s t r u c t u r e  w i t h  
s e l f  c o n ta in e d  a u to n o m o u s  s u b - u n i t s .  A la r g e  s e r v ic e  
e n t e r p r is e  s e r v in g  a nu m b e r o f  m a rk e ts  may r e q u i r e  b o th  
and  t h i s  w i l l  ca u s e  f u r t h e r  c o m p l ic a t io n s  i n  th e  in t e r f a c  e 
o f  g r o u p s ,  some o f  w h ic h  may be  in s u r m o u n ta b le .
5 .7 * 3  The i n t e r f a c e  among g ro u p s  o r  u n i t s  w i t h i n  th e  
o r g a n is a t io n '
Shaw (1 3 4 )  s u g g e s ts  t h a t :
"O nce an  o r g a n is a t io n  h a s  a d o p te d  a  d i v i s i o n  o f  la b o u r  t o  
d e a l w i t h  i t s  e n v ir o n m e n ts ? t h e r e  i s  a  n ee d  t o  f i g u r e  o u t  
f ro m  th e  o r g a n is a t io n a l  u n i t s  w h ic h  h a ve  b e e n  c r e a te d  
w o rk  t o g e t h e r  and  c o m m u n ic a te  w i t h  e a ch  o t h e r " .
L a u re n c e  and  L o rs c h  (1 3 5 )  s i m i l a r l y  s u g g e s t  t h a t  
o r g a n is a t io n a l  u n i t s  n e e d  t o  be  b o th  d iv id e d  ( d i f f e r e n t i a t e d )  
and- c o - o r d in a te d  ( i n t e g r a t i o n ) .  ••
The i n t e r n a l  c h a r a c t e r i s t i c s  e a c h  g ro u p  d e v e lo p s  w i l l  
dep e n d  u p o n  th e  c e r t a i n t y  o f  th e  e n v ir o n m e n t .  U n i t s  w i t h  
a  s i m i l a r  d e g re e  o f  c e r t a i n t y  w i l l  be f a i r l y  s i m i l a r  i n  
t h e i r  p r a c t i c e s  and  a t t i t t u d e s .  U n i t s  w h ic h  a re  m ore 
d i f f e r e n t i a t e d  ca n  be e x p e c te d  t o  show d i f f e r e n t  
b e h a v io u r  p a t t e r n s  and  w ays o f  t h i n k i n g ,  w h ic h  o f t e n  
g e n e ra te  in t e r g r o u p  p r o b le m s ,  s o m e tim e s  s e r io u s ,  
p a r t i c u l a r l y  w h e re  u n i t s  a re  h i g h l y  d i f f e r e n t i a t e d .  The 
in t e g r a t i o n  p ro c e s s  m u s t cope  w i t h  th e s e  is s u e s  a t  
a c h ie v e  u n i t y  o f  e f f o r t .
The n e e d  t o  d e te rm in e  w h ic h  u n i t s  a re  r e q u i r e d  t o  w o rk  
t o g e t h e r  h a s  t o  he e s t a b l i s h e d .  F o l lo w in g  t h i s ,  th e  fo rm  
o f  t h i s  i n t e g r a t i o n ,  w h e re  t h e r e  i s  l i t t l e  d i f f e r e n t i a t i o n ,  
ca n  p r o b a b ly  be  a c h ie v e d  th r o u g h  p ro c e d u re s  and  r u l e s .  
H o w e v e r, i n  a re a s  w h e re  c lo s e  c o - o p e r a t io n  i s  r e q u i r e d  
and  w h e re  t h e r e  i s  a  h ig h  d e g re e  o f  d i f f e r e n t i a t i o n  b e tw e e n  
th e  u n i t s ,  s u p p le m e n ta l i n t e g r a t i n g  d e v ic e s  s u c h  as 
i n d i v i d u a l  c o - o r d in a t o r s ,  c r o s s  u n i t  team s o r  e v e n  
i n t e g r a t i n g  d e p a r tm e n ts  may n e e d  t o  be c o n s id e r e d .
C o n f l i c t  c a n  i n e v i t a b l y  a r i s e  a n d  th e  s u c c e s s  o f  
i n t e g r a t i o n  d ep ends  u p o n  th e  e x t e n t  i n d i v i d u a l s  o r  g ro u p s  
o f  i n d i v i d u a l s  r e s o lv e  t h e i r  c o n f l i c t .  To- he  m anaged 
e f f e c t i v e l y ,  th e  l e v e l  o f  r e s o lv i n g  c o n f l i c t  s h o u ld  be 
c o n c e n t r a te d  on th e  l e v e l  w h e re  th e  k n o w le d g e  t o  r e a c h  
d e c is io n s  e x i s t s .  E f f e c t i v e  c o n f l i c t  m anagem ent o c c u rs  
w hen i n d i v i d u a l s  d e a l o p e n ly  w i t h  c o n f l i c t  and  w o rk  th e  
p ro b le m  u n t i l  t h e y  r e a c h  a s o l u t i o n  w h ic h ,  i s  b e s t  i n  te rm s  
o f  o r g a n is a t io n a l  g o a ls .
L i k e r t  and  L i k e r t  (1 3 6 )  i n  t h e i r  l i n k  p i n  t h e o r y  a rg u e  t h a t  
i n t e r a c t i o n  t o  r e s o lv e  c o n f l i c t  i s  m o s t e f f e c t i v e l y  
a c h ie v e d  w hen c o h e s iv e  w o rk  g ro u p s  w i t h  h ig h  p e r fo rm a n c e  
g o a ls  a re  l i n k e d  t o g e t h e r  b y  p e rs o n s  h o ld in g  o v e r la p p in g  
m e m b e rs h ip .
S h a m ir  (1 3 7 )  assum es th e  w h o le  h o t e l  i n d u s t r y  o p e ra te s  i n  
an  u n c e r t a in  e n v iro n m e n t  and  a rg u e s  t h a t :
" o . , . .  we. w o u ld  e x p e c t  t o  f i n d  some s o p h is t i c a t e d  
i n t e g r a t i n g  m echan ism s t o  c o - o r d in a t e  th e  a c t i v i t i e s  t h a t  
s e rv e  th e  same c u s to m e rs .  B u t  we c a n n o t f i n d  s u c h  f o r m a l  
m e c h a n is m s 11.
He a p p e a rs  t o  assum e t h a t  th e  m echan ism s s h o u ld  be f o r m a l ,  
th o s e  n o r m a l ly  fo u n d  i n  a b u r e a u c r a t i c  o r g a n is a t io n ,
a l th o u g h  he does p o in t  a t  in f o r m a l  m echan ism s w hen he (1 3 8 )  
s u g g e s ts  t h a t :
139
t h e r e  a re  v a r io u s  a c c e p te d  p r a c t i c e s  t h a t  a re  
t o t a l l y  ’ o r g a n ic 1 i n  n a tu r e  and  a re  u s e d  h y  th e  h o t e l  
t o  r e t a i n  i t s  f l e x i b i l i t y  a n d  a b i l i t y  t o  cope  w i t h  
z m p re d ic te d  p r e s s u r e s ” .
I t  i s  p r o b a b le  t h a t  th e s e  a p p a r e n t  c o n t r a d i c t i o n s  
i l l u s t r a t e  th e  d i f f e r e n t  e n v iro n m e n ts  i n  w h ic h  h o t e l s  
o p e ra te  as  w e l l  as  th e  v a r y in g  d e g re e s  o f  u n c e r t a i n t y  o f  
d i f f e r e n t  in t e r f a c e s  w i t h  a  h o t e l  and  th e  d i f f i c u l t y  o f  
i n t e g r a t i n g  th e s e  g ro u p s  to w a rd s  common g o a ls .  I t  does 
u n d e r l in e  th e  im p o r ta n c e  o f  p r o p e r l y  d i f f e r e n t i a t i n g  th e  
t a s k s  in v o lv e d  i n  m e e t in g  th e  c u s to m e rs  n e e d s  and  th e n  
a c c o r d in g  t o  th e  d e g re e  o f  d i f f e r e n t i a t i o n  d e te r m in in g  
th e  m o s t e f f e c t i v e  m eans o f  i n t e g r a t i o n .
5 .7 .4 -  I n t e r p e r s o n a l  r e l a t i o n s  b e tw e e n  i n d i v i d u a l  
c o n t r i b u t o r s
The in t e r f a c e  o f  g ro u p s  o f  i n d i v i d u a l s  and  th e  q u e s t io n  
o f  r e s o lv i n g  c o n f l i c t  h a v e  a l r e a d y  b e e n  s t u d ie d .  A 
u s e f u l  way o f  t h i n k i n g  a b o u t  th e  in t e r p e r s o n a l  r e l a t i o n s  
b e tw e e n  i n d i v i d u a l  c o n t r i b u t o r s  i s  s t u d y in g  th e  
d i f f e r e n c e s  o f  p a t t e r n s  o f  c o n ta c t  o f  d i f f e r e n t  m anagem ent 
jo b s  as  d e v e lo p e d  b y  S te w a r t  ( 1 5 9 ) .  D i f f e r e n t  c a t e g o r ie s  
o f  c o n ta c ts  s u c h  as b o s s  o r  s u b o r d in a te s  make d i f f e r e n t  
demands zipon th e  m a n a g e r. The f i g u r e  b e lo w  in d ic a t e s  
th e  d i f f e r e n t  c a t e g o r ie s  o f  c o n t a c t .  The l i n e s  show 
th e  fo rm s  o f  b o u n d a ry  c r o s s in g  th e  jo h  may in v o lv e ,  b o th  
I n t e r n a l l y  b e tw e e n  d i f f e r e n t  g ro u p s  and  e x t e r n a l  c o n ta c t s  
w i t h  th e  o u t s id e  w o r ld .
T asks  t h a t  in v o lv e  c o n ta c t s  i n  o th e r  d e p a r tm e n ts  and  w i t h  
p e o p le  o u t s id e  th e  o r g a n is a t io n  w i l l  u s u a l l y  r e q u i r e  
th e  jo h  h o ld e r  t o  a d a p t  t o  d i f f e r i n g ,  and  o f t e n  
c o n f l i c t i n g ,  s e ts  o f  e x p e c ta t io n s  o f  w h a t he s h o u ld  d o . 
Such jo b s  a re  l i k e l y  t o  be  m ore s t r e s s f u l  th a n  i n t e r n a l  
jo b s  w i t h  c o n ta c ts  c o n f in e d  t o  one d e p a r tm e n t .  The m os t
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d i s t i n c t i v e  b o u n d a ry  i s  t h a t  r e g a r d in g  th e  o rg t  n i s a t i o n  
f ro m  i t s  e n v ir o n m e n t ;  jo b s  t h a t  b r id g e  t h a t  can  make th e  
g r e a t e s t  dem ands on th e  jo b  h o l d e r ’ s s k i l l  i n  a d a p t in g  
o u t lo o k  and  a p p ro a c h  t o  h i s  c o n t a c t s .
F ig u r e  5 .2  A m a n a g e r ’ s p o s s ib le  c o n ta c ts
I n  a s e r v ic e '  o r g a n is a t io n  i t  a p p e a rs  t h a t  i t  may be t h a t  
th e  f r o n t  l i n e  s t a f f  a r e  th e  ones  w i t h  th e  m o s t s t r e s s .  
I f  t h i s  i s  th e  ca se  t h i s  p o in t s  t o  th e  n e e d  o f  
s u p e r v is o r s  a nd  m a n a g e rs  t o  r e c o g n is e  th e  im p l i c a t io n s  
o f  t h i s •
Shaw (1 4 0 )  h a s  d e v e lo p e d  an  a p p ro a c h  t o  d e s ig n in g  th e  
s t r u c t u r e  o f  a  s e r v ic e  o r g a n is a t io n .  He s u g g e s ts  
o r g a n is a t io n  s t r u c t u r e :
”  . . .  i n v e r t s  th e  c o n v e n t io n a l  o r g a n is a t io n  c h a r t .  T he . 
c u s to m e r  i s  a t  th e  t o p ,  s e r v e d  b y  team s o r g a n is e d  a r o u n d ' 
c u s to m e r  se g m e n ts  o r  c h a r a c t e r i s t i c s .  E ach  team  i s  s e l f  
c o n ta in e d  w i t h  a c c e s s  t o  v i r t u a l l y  a l l  o f  th e  r e s o u r c e s  
n e c e s s a ry  t o  s e rv e  i t s  c u s to m e r s " .
Shaw (1 4 1 )  s u g g e s ts :
11 Organisational/design should be a process for accomplishing 
customer satisfaction and for promoting motivation and 
pride among employees rather than being limited to 
acceptance and adoption of techniques currently in vogue".
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A lth o u g h  Shaw a rg u e  t h a t  a l l  t r a n s a c t io n s  a re  u n iq u e  and  
i n d i v i d u a l ,  i t  i s  l i k e l y  t h a t  i n  some s e r v ic e  s i t u a t i o n s  
t h e r e  w i l l  he  a h ig h  d e g re e  o f  u n i f o r m i t y  o f  n e e d , w h ic h  
w i l l  n o t  r e q u i r e  th e  d e g re e  o f  f l e x i b i l i t y  im p l ie d *  I n  
u n c e r t a in  s i t u a t i o n s  as  S h a m ir  (1 4 2 )  r e c o g n is e s  i t  may be 
d e s i r e a b le  t o  re d u c e  th e  a n x ie t y  o f  th e  o r g a n is a t io n -  
e n v iro n m e n t  i n t e r f a c e  b y  b r e a k in g  up th e  c o n t a c t  b e tw e e n  
th e  u s e r  and  th e  human b e a r e r s  o f  th e  s e r v ic e *
T a k in g  th e s e  p r o v is o s  i n t o  a c c o u n t  i t  seems a p p r o p r ia t e  t o  
a d o p t  th e  a p p ro a c h  o u t l i n e d  b y  Shaw and  t o  d e te rm in e  f i r s t  
o f  a l l  th e  s o c i o - t e c h n ic a l  s y s te m  f o r  p r o v id in g  th e  
s e r v ic e  t o  a  m a rk e t  s e g m e n t o f  c u s to m e rs .
T h e re  seems no d o u b t  t h a t  th e  s t r u c t u r e  o f  a n  
o r g a n is a t io n ,  h a s  c o n s id e r a b le  im p a c t  on  th e  m a tc h in g  o f  
an  o r g a n is a t io n  w i t h  i t s  m is s io n  o f  p r o v id in g X e r v i c e  
q u a l i t y  w h ic h  le a d s  t o  c u s to m e r  s a t i s f a c t i o n .
T h e re  a p p e a rs  t o  be  a c o n t r a d i c t i o n  b e tw e e n  p r e s e n t  t h e o r y  
a nd  p r a c t i c e  w i t h i n  th e  i n d u s t r y .  I t  i s  n o t  c le a r  
w h e th e r, p r e s e n t  p r a c t i c e s  h a v e  e v o lv e d  as a re s p o n s e  t o  
th e  c h a n g in g  e n v iro n m e n t  and  a re  th e  m o s t a p p r o p r ia t e  o r  
w h e th e r  t h e y ~ r e f l e c t  t h a t  o r g a n is a t io n s  h a v e  b e e n  u n a b le  
t o  re s p o n d  and  a re  b a s e d  on t r a d i t i o n  o r  h i s t o r i c a l '  
a c c id e n t .  F u r t h e r  i n v e s t i g a t i o n  n e e d s  t o  be  c o n d u c te d  
i n  t h i s  a r e a ,  a l th o u g h  i t  seems l i k e l y  t h a t  th e  
c o n t r i b u t o r  r e f l e c t s  th e  d i f f e r e n t  n e e d s  o f  th e  v a r io u s  
m a rk e t  se g m e n ts  who u s e  th e  h o t e l .
W hat seems l i k e l y  i s  t h a t  s t r u c t u r e s  w i l l  v a r y  a c c o r d in g  
t o :
1 ) The spee d  o f  change  i n  th e  t a s k s , . t a s k  and  
g e n e r a l  e n v ir o n m e n ts , as t h i s  w i l l  r e q u i r e  
d i f f e r e n t  s u p p o r t iv e  and  a d a p t iv e  m e c h a n is m s ,
2 ) The d e g re e  o f  u n i f o r m i t y  and  o r  v a r i e t y  i n  th e  
s e r v ic e s  o f f e r e d .
5 )  The p e rc e n ta g e  o f  t o t a l  t im e  t h a t  th e  s e r v ic e s  
a re  a v a i l a b l e .
4 ) The le n g t h  o f  t im e  co n su m e rs  a re  w i t h i n  th e  
s e r v ic e  s y s te m .
5 ) The le n g t h  o f  t im e  c o n su m e rs  h a ve  c o n t a c t  w i t h  
• hum an h e a r e r s  o f  - th e  s e r v ic e '  s y s te m .
6 ) The s iz e  o f  u n i t s  and  th e  com pany.
5 .8  CONTROL
M oreo  (1 4 3 )  d e f in e s  c o n t r o l  a s :
11 . . .  a n y  p ro c e s s  i n  w h ic h  a  p e rs o n  o r  g ro u p  o f  p e rs o n s  o r  
o r g a n is a t io n  o f  p e rs o n  d e te r m in e s ,  t h a t  i s ,  i n t e n t i o n a l l y  
a f f e c t s  th e  b e h a v io u r  o f  a n o th e r  p e r s o n ,  g ro u p  o r  
o r g a n is a t io n s ,T 8
T h is  b ro a d  d e f i n t i o n  m akes no s p e c i f i c  r e fe r e n c e  t o  a im s  
o r  o b j e c t i v e s .  R eeves  e t  a l  ( 1 4 4 )  d e f in e  c o n t r o l  as 
r e f e r i n g  s o l e l y  t o  th e  t a s k  o f  e n s u r in g  th e  a c t i v i t i e s  
a re  p r o d u c in g  th e  d e s i r e d  r e s u l t .  C o n t r o l  I n  t h i s  se n se  
i s  l i m i t e d  t o  m o n i t o r in g  th e  ou tco m e  o f  th e  a c t i v i t i e s ,  
r e v ie w in g  fe e d b a c k  in f o r m a t i o n  a b o u t  t h i s ’ o u tc o m e , and  i f  
n e c e s s a ry  t a k in g  c o r e c t i v e  a c t i o n .
. P la n n in g ,  s e t t i n g  s ta n d a r d s ,  a nd  i s s u in g  p r e s c r i p t i o n s  
f o r  a c t io n  a re  a l l  p r e r e q u i s i t e s  f o r  c o n t r o l  a nd  f o r  t h i s  
r e a s o n  th e  te rm  o f  m a n a g e r ia l  c o n t r o l  s y s te m  i s  o f t e n  
u s e d  t o  em brace  a l l  o f  th e s e  a c t i v i t i e s .  E i l o n  (1 4 5 )  
p o in t s  o u t  t h a t  a n y  s y s te m  o f  m a n a g e r ia l  c o n t r o l  c o n ta in s  
f o u r  e le m e n ts  -  o b j e c t i v e  s e t t i n g ,  p la n n in g ,  e x e c u t io n  
a nd  c o n t r o l 0 Shaw (1 4 6 )  a ls o  s u g g e s ts  f o u r  e le m e n ts :  
e s ta b l is h m e n t  o f  p la n s ;  fe e d b a c k  on p e r fo rm a n c e  i n  
c o m p a r is o n  w i t h  p la n s ;  c o n t r o l  m echan ism s  f o r  c o r r e c t i v e  
a c t io n  on th e  b a s is  o f  fe e d b a c k ;  and  a s y s te m  o f  r e w a r d s .
M oreo  (1 4 7 )  s u g g e s ts  t h a t  f o r  y e a r s  we h a ve  s u b s c r ib e d  
t o  T a y lo r 's  p h i lo s o p h y  i n  w h ic h  th e  m a jo r  c r i t e r i o n  i s  
m a n a g e m e n t's  a b i l i t y  t o . w o r k  i t s  w i l l ,  when p e rh a p s  a
better test of control would be the ability of the 
organisation to conform itself to its goals.
Davies et 'al (148) suggests that control systems are not 
only constrained by technologies but also that they are 
man-made attempts to perceive and cope with a technology 
and thus intervene between technology and behaviour. This 
means that they must be influenced by values, history and 
culture.
In this context Thomas (149) suggests:
” .We still have much to learn about the nature of control 
both from the technical and psychological points of view*
However, a closer examination of the problem associated 
with the production of quality can serve, perhaps, as an 
‘introduction to the more complex problems of developing 
effective control within the total social and technical 
system of a company".
Two related ideas lead.-Reeves et al (150) to suggest 
that for manufacturing firms the control syste m may be 
the underlying variable linking technology and behaviour.
The first idea was that it might be possible to position 
a firm on a scale ranging from completely,personal 
hierarchial control at one extreme to completely mechanical 
control at the other. Between these two extremes come 
the administrative but impersonal control processes. It 
seems that the. assumption of managerial control being 
exercised through a pyramid of hierarchial authority 
becomes increasingly invalid as a firm towards the 
mechanical end of the scale. The introduction of 
increasingly complex and sophisticated control mechanisms 
ensures that more and more of the problems arising in the 
course of the firm’s manufacturing activities are 
predicted and dealt with as a part of the 'planning 
process•
The second idea that seemed to be important to Reeves et 
al (151 ) was the extent to which various control processes 
were linked with each other. It seemed possible to 
envisage control systems ranging from a single integrated 
system of control at one extreme to a multi-system of
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fragmented control at the other* This second scale has 
hehavionral implications* One result of extreme 
fragmentation seemed to he that the performance and 
adjustment mechanisms relating to the design and 
programming system to the execution system seemed to 
break down. Production cozild become completely 
disassociated from the planning and control elements in 
the system and an independent set of informal mechanisms 
of performance and adjustment generated* The design of 
procedures for setting standards and measuring actual 
against anticipated results then became a separate 
activity, carried on for its own sake, it was paper work 
system bearing little relationship to production reality.
Reeves et al (152) linked these two aspects of the control 
process together and evolved a classification of control 
systems. The four categories were:
A1 Firms with unitary and mainly personal controls;
A2 Firms with unitary and mainly impersonal
administrative or mechanical controls;
B1 Firms with fragmented and mainly personal controls
B2 Firms with fragmented and mainly impersonal
administrative or mechanical, controls.
It was found that there was a close connection between 
Woodward’s categories of technology and control systems.
Reeves et al (153) indicate that in the multi-system 
control that there are a number of control criteria 
which people in an organisation are trying to satisfy at 
one and the same time* With these control mechanisms 
operating in parallel, and the different goals not always 
being compatable with each other, the supervisor’s main 
task is to violate such of the standards as infrequently 
as possible. Furthermore, he will presumeably rank his 
goals in a diminishing order of nuisance value, depending 
on the expected outcome of failure, frequency of past 
failures, the latitude that each goal provides and the
relative power positions of tlie people lie is trying to 
satisfy* Lesser goals may be sacrificed at times to 
ensure that other critical ones are attained, and in any 
one field there is little incentive to be better than the 
goal specified.
Turner (154) in examining the conflicts between the 
control of costs, quality and time in a manufacturing 
factory, suggests that systems need to be designed so that 
the levels set are realistic and practical to apply in the 
production situation*
Another important link with other organisational 
variables is identified by Shaw (155)* He suggests:
"The greater the division of labour and the lower the role 
of the integration required the more essential' to overlay 
the■organisation structure with management controls•
Thus, once it has been decided how an organisation is to 
be structured, it becomes essential, before any 
interpretation takes place to plan for.the controls which 
will monitor the altered organisation"*
Davies et al (156) identifies another variable to be 
taken into account when determining control systems is 
that of uncertainty in the environment.
A suggestion that control relates to the human variable 
another dimension is raised by Rotter (157) who in:
" oo. examining individuals’ loci of control, discovered 
that people fall into broad.categories of control 
orientation. They have either an internal or external 
view of their own loci of control; that is; they think 
they are' pretty much in control of what they do or they 
perceive that fate or powerful others (e*g* ’they’, ’the 
company’) exert control over their actions and abilities*
It would seem .... desireahle for organisational members 
to have the same or a similar control orientation as the 
firm itself has",
This presumeablv also applies' to customers and identifies 
the need to determine the preferences of both the user and
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provider of the services.
The technical and social system in service industries is 
particularly complex as illustrated by Shamirfe(158) 
example in the hotel industry:
"Hotels cannot fully control their customers’ inflow and 
behaviour, nor can they control their staffs’ exact 
gestures and attitudes towards the customers, and the 
direct exchange relationships that develop between staff 
and customer".
He also points out that:
"The customers’ relatively high status and high degree of 
control redxice.management’s control over staff activities. 
This is particularly true.with regard to direct contact 
between customers and hotel employees".
and suggests that hotels response is to:
" ... put their staff, in xmiforms, ask’them to perform 
certain rituals, and limit the scope of their contacts with 
customers by creating a highly differentiated structure so 
that each customer is served by... several employees and each 
employee serves many customers".
Shaw (159) adopts an approach which resolves the problem 
of fragmentation identified by Reeves et al and is 
designed to cope with the complexity of service industries. 
This is based on Anthony’s (160) framework of planning 
and control processes in'organisations. A key conceptual 
point to note in the diagram of this framework (Figure5.3) 
is the positioning of management control in its 
relationship to strategic planning and operational control. 
Further, information handling and financial accounting 
systems are shown as loosely related processes which are 
external to management control - considerations.
Anthony (161) defines management control as:
"a process by which managers assure that resources are 
used effective'^ and efficiently in accomplishing the 
organisations objectives".
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Figure 5 *3 Planning and control processes in 
organisations
Internally orientated processes
and operational control a s :
"specific tasks are carried out effectively and 
efficiently"*
Shaw (162) in developing Anthony’s ideas suggests 
management control provides the vehicle to be sure the 
organisation stays on track in moving towards its goal 
and objectives, and to measure performance in meeting 
responsibilities set up through the organisation 
structure.
Shaw (163) to distinguish operational controls from 
management controls defines operational controls as the 
process of assurrihg specific tasks or transactions are 
carried out efficiently and effectively day by day and if 
necessary minute by minute. Shaw sees operational 
controls of ah organisation 'function within the rules 
established by its management controls and the 
relationship with its organisational design, and that 
links between transaction processing and management 
control reporting should and must be informal as there 
are more differences than similarities between- them*.
This distinction between management and operational 
controls relates closely to Tannenbaum’s (164) research 
which demonstrates that:
/
tT .4, control Is not a fixed quantity within an organisation. 
It is possible to allow more control to other levels of the 
organisation without decreasing the ammount of control 
which upper management exercises* in fact, he found that 
the total ammount of control can increase including 
control over self* It is possible for upper management, 
then, to have more real control over the organisation’s 
realization of goals, and thus its effectiveness, rather 
than being bogged down in a quagmire of rules and 
regulations"•
5.8.1 Management controls
Shaw (165) suggests management controls must conform to 
the unique demands associated with the delivery of 
services, a-key characteristic should he that they 
anticipate market conditions and that they should measure 
quality as perceived by customers. The same management 
controls should also focus on the dollar profitability of 
the enterprise. Further since people constitute the 
most critical resource management controls which how well 
this resource is being employed* Ultimately a 
management control system should be designed to assure 
organisation’s profitability is achieved through the 
rendering of'quality services productively.
The importance of management controls are stresses when 
Shaw (166) suggests he has not seen a successful 
enterprise which lacked a management control system. 
Effective controls Shaw (167) suggests, should give a top 
manager confidence that subordinates are on top of those 
aspects of the operation considered to be important.
Further the people who would use them should be heavily 
involved in their development.
Given the top down nature of management controls Shaw (168) 
suggests that it follows they should be implemented in 
stages from the top down as acceptance takes place and 
user confidence builds, this he suggests,(169) as long as 
the information provided is accurate, consistent and 
reliability reported. •.
/
Shaw (170) gives an example of a management control for 
measuring quality of service as perceived by customers:
"This organisation routinely samples a population of
2,000 established customers and 200 non-customers to 
evaluate reactions to new product and advertising 
programmes.
The same kind of feedback is invited by a number of 
quality hotel chains, which leave questionnaires in guest 
rooms and conduct separate.surveys to measure customer 
satisfaction continuously"•
The validity and reliability of controls of this kind 
were discussed in Chapter 4* Shaw (171) also stresses:
"Both the service organisation and its effective 
management controls must recognise and reward the 
contributions of non-managers who render services which 
are the end products of the organisation".
This links with the human variable already discussed,
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5.8.2 Operational controls
Shaw (172) suggests that operational controls - a bottom 
up process - takes its direction from a system of 
management control. Therefore, it is difficult, if not 
impossible, to develop an operational control system 
without having a fairly precise definition of the ' 
management controls within which it will function.
The operational control process is really a system for 
processing. Its end result should be satisfactorily 
processed individual transactions performed in a timely, 
reliable and predictable way (173) from the customers 
point of view,
Managements concern on. the development of an operational 
control system should center around the need for 
defining, the quality of outputs to be realised, so as to 
demand quality in system design and end results(i.e. where 
quality is built into the service rendered) (174)*
The needs and requirements of operating employees - as. 
'well as those of customers - should be reflected in the 
design of an operations control system (175).
Shaw suggests (176) implementation of an operational 
.control system requires these basic elements: anagement
committment; involvement or participation of those 
responsible for making the programme work; phasing - rate 
of absorption of change. Shaw (177) argues that quality 
is achieved because operational control actually becomes 
the working environment for the people rendering services.
5.8.3 Conclusions
It appears that a control system as a support activity 
needs to ensure an organisation:
moves towards its goals and objectives; 
responds appropriately to .changes ill the environment; 
has an appropriate structure and effecive work groups 
within the structure;
has an overall effective and efficient socio-technical 
service system;
meets satisfactorily the individual transactions in the 
service system.
To fulfill these objectives an organisation requires 
specific objectives for each of the other variables of an 
organisation and management and operation control systems. 
The link between the management and control systems should 
be a loose one but the operational system should be 
designed within the framework of the management control 
system.
The control systems should take into account the role of 
the customer in a service system and the uncertainty this 
generates. The management control system should be 
implemented from the top down as confident acceptance takes 
place, and the operational control system should he 
implemented by a bottom up process as this will, not only 
gain commitment hut ensure the style is appropriate to 
their personal 'preference of control systems. Both 
systems should be practical and realistic and take into 
account possible conflicting interests and goals.
In a wider context, there is a need to determine whether as 
findings have Indicated in manufacturing it would be ' 
possible to classify control systems in services and 
following this to- determine whether a correlation exists 
between service technology categories and control 
categories.' This would enable predictions to be made on 
what kind of control systems are appropriate to firms with 
a particular technology.
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5.9 ADMINISTRATION
Thompson (178) stresses the importance of administration 
in the following statement:
" ... if complex organisations, were simply natural systems we mighty expect spontaneous processes to handle their
problems* If complex organisations were simply rational 
model machines, they would require designers to initiate 
them, bzit thereafter their operations would be automatic.
It is because-the organisation is not simply either, that 
we suggest that administration emerges an identifiable and. 
important process in modern societies"*
Reeves efc al (179 ) also regards the administrative system as 
a major portion of the social system of the organisation, 
including both the supervisory structure and other 
arrangements made to carry ozit and control the production 
of the organisation. Thus, in this interpretation the 
administrative system embraces both structure and control. 
Davies et al (180) gives a formal information system and 
rigid role definitions for managers as examples of 
administartion.
Reeves et al'(181) further suggests that-the administrators 
and supervisors of a firm have to make a series of 
arrangements necessary for the achievement of the 
production task. On making these arrangements, they take 
into account, the nature of the work force available at the 
time, the state of technology of the firm and a cumulative 
residue of previozis decisions about the task of a firm.
The resultant arrangements for the programming and control 
of work will form the basis for the administrative 
constraints which will form the basis for the 
administrative constraints which will be based upon the 
individual employees0
Child (182) suggests that the most familiar and widely 
accepted form of administration is bureaucracy. Weber (183) 
suggests bureaucracy is based on the following six 
principles:
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”1) There are fixed and official jurisdictional areas-
. . which are generally ordered by rules.
2) Organisations have a strict hierarchial system of 
authority.
3) Administrators have a strict hierarchial system of 
authority.
4) Management presupposes thorough and expert 
training.
5) Bureucratic activity is a full time activity.
6) Tb.e management- of a bureaucracy follows general 
rules, which are.more or less stable., more or less 
exhaustive, and which can be learned*
Merton (184) draws attention to the added difficulties 
that devotion to rules in a bureaucracy leads to their 
transformation into absolutes; they are no longer conceived 
as relative to a set of.purposes. /
Mansfield (185) points out:
"Especially in the service industries, there cannot be a 
rule or administrative procedure for every contingency 
arising internally or as interaction of the organisation 
with its environment, and the.rules cannot avoid 
conflieting with one another".
Moreo (186) also stress that in the hotel, restaurant and 
institutional area that:
" ... the work- involves direct contact with a client whose 
needs may not always be predictable. Further if 
standardised rules and regulations are formulated for 
many sub-units (motor inns, restaurants? hospitals) of a 
large organisation each wirh varying clients and 
characteristics, the problem is compounded even more 
extensively".
Sasser et al (187) also identify several unique 
characteristics of service operations which make the 
administrative systems particularly important:
"1) Employee behaviour is often an integral part of 
the service product.
2) A service operations is particularly vulnerable to 
disruptions caused by the workforce, since 
anticipatory inventories cannot be built up as 
protection against such disruptions.
3) The simultaneity of production and consumption 
characteristic that gives rise to the multisite 
nature of most service firms, creates the need for 
manager's and: management systems to Control highly 
decentralized operations to meet a single set of 
standards. The presence and often participation 
of the consumer at the point of production makes it 
difficult to establish standards for the output of 
a service firm".
Thompson (188) argues that:
"Perpetuation of the complex organisation rests on an 
appropriate co-alignment in time and space-not simply of 
individuals but of streams of institutional action* 
Survival rests on the co-alignment of technology and the 
task environment with a viable domain, and of. organisation 
decision and structure appropriate to the domain";
and that this c.o-alignment, is the basic administrative 
function. He suggests this is not a simple combination 
of static components. Each of the elements has its own 
dynamics governed by forces external to the organisation. 
He then goes on and states that survival comes from the 
finding of the strategic variables - those which are 
available to the organisation and can be manipulated in 
such a way that interaction with other elements will 
balance.
He concludes by stating that administration is a process 
flowing through the actions of the various members; 
spanning and linking levels and related to the interaction 
of levels and that this process must reduce the uncertainty 
whilst at the same time search for flexibility.
Conclusions drawn are that organisations are complex and 
require administration. Nature of administration 
concerns: authority; rules; regulations; and information 
systems. These need to take into account the other 
organisational variables: goals; environment; human 
variable; structure; technology and control.
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Where the environment is a stable one, bureaucracy is 
probably the most appropriate style of administration, 
where there is a high degree of uncertainty or where the 
consumer directly involved in the service system is 
likely to be unpredictable the administration needs to be 
an .organic one that gives sufficient authority to those '
in the front line,
5.10 CONCLUSIONS ON ORGANISATION VARIABLES
It appears that all the variables examined, are 
interrelated and that a change in one or more of the 
variables may effect the quality of servicef This has two 
implications, firstly when change to any of these
variables are ma.de for what ever reason it may, have an/
unexpected influence 011 the quality of service* The 
second is that these variables can be used to bring about 
changes in the quality of service. Hegarty (189) suggests:
... focussing 011 any one variable in an organisation is 
likely to lead to less-than-optimum results. What is 
needed is a way of dealing with the complex organisation as 
a whole".
The degree of control the organisation has on each variable 
and the speed at which change can be introduced is different 
and this.needs to be taken into account when deciding what 
action to take. It seems likely that changes in the 
human variable, strxicture, control, and administration are 
likely to have most immediate effect, that the . 
interrelationship of these is shown in Figure 5*4 it is 
likely these changes coxild be wasted unless there is a clear 
understanding of the nature of the environment, the goals 
of the organisation, the technology of the service system 
and the human variables involved, the interrelationship 
of which is shown in Figxrre 5.5.
The following are a summary of the specific conclusions 
for each variable:
Figure 5.4 Relationship between organisation variables: 
structure; controls and administration
N.B.Administration is concerned with the rules and regulations 
concerning structure and controls.
Key U
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o
Organisation 
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Figure 5.5 Relationship-"between organisation variables: 
environment; human variable; goals and 
technology
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Environment . - it is. .important to determine whether .there
is- likely to he uncertainty in the.three environments - 
identified (setting,task, general), to determine the key 
causes of any such uncertainty, to determine who is 
responsible for meeting or reducing this uncertainty and 
to determine tire supportive and adaptive* mechanisms • 1 
required to ensure that uncertainty is coped with.
Goals - it appears that the dominant coalition need to 
define goals that reflect the needs of the environmemt and 
should these include quality and customer satisfaction, 
and that effort needs to put into gaining the.commitment 
of the individual members of the organisation*
Human variables - each individual participant can affect 
the outcomes of an organisation so that in any attempt to- 
predict' the likely changes in quality a mechanism needs to 
be able to assess- the significance of changes in the 
participants* The effect on the ’setting culture’ will 
be dependent, upon the degree of personal contact between 
users, between providers and between providers and users, 
and on differences between values .and norms of .the 
individuals involved. . Mechanisms are also required to 
bridge values or norms, these can include selecting ' 
providers who share the meanings of consumers or through 
motivating the providers to adopt norms that give 
satisfaction to the users*
Technology - it appears that the technology depends upon 
the nature and complexity of the service system, and the 
degree of uniformity. This influences the structure 
control and administrative variables. There is a need for 
researchuto determine whether particular structures, 
control systems and administrative procedures are most 
appropriate for particular service system technologies.
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Structure- - it appears that when the environment and the. 
human variables are. understood and the.goals and technology 
adopted it is important to adopt a structure which is 
effective in differentiating responsibilities for meeting 
customers needs and integrating these variables. Present 
structures do not appear to follow present accepted 
theories, this is probable because of tradition and a lack 
of understanding of the needs expressed in the setting 
environment. This requires further research particularly 
in large companies where the centre is divorced from the 
links with the environment, in each unit. ,
Control.- it appears that there are at least two.dimensions 
to control which are only loosely linked. Management 
control which evolves from the top down as confidence grows 
and which is concerned with measuring the overall 
effectiveness of an organisation including aXl/the 
organisation variables. Operation control which is 
concerned with each of the daily transactions between 
providers, and users and subordinates and.immediate superiors. 
The controls need to suit these involved.
Administration - it appears that an organisation operating 
in a stable'environment requires a bureaucratic 
administration concerned with authority, rules, regulations, 
and information systems. Where more flexible demands are 
necessary an administrative machine focussed on the needs 
of the front line is required.
Shamir.(190) also points out to the need for more 
research when he suggests:
. "As.-we. study different types of organisations and identify 
their structural solutions to environmental task and 
technological constraints, we may be able to suggest 
additional dimensions for the refreshment of existing 
contingency models".
210
REFERENCES CHAPTER 5
1 Bradley, D & Wilkie R0 The concept of organisation. 
Glasgow & London, Blackie & Son, 1974, p T.
Woodward, J. Industrial organisation: theory and practice. 
2nd edition, London, .Oxford University Press 1980 
p '249.
2 Wood, S & Kelly. J. Towards, a.critical management 
science, Journal of Management Studies, vol 15, no 1.
1978, p 14.
3 Blau, P M  et al. Formal organisations: a comparative 
approach. London, Routledge & Keagan Paul,. 1983.
4 Etzioni, A. Two approaches to organisational analysis: 
a critique and a-suggestion. Administration Science 
Quarterly, vol 5, pp 257-278.
5 Silvermanj D. The theory of organisations. London, 
Heinemann, 1970, pp 8-23.
6 Buckley, W. Sociology and modern systems- theory.
Englewood Cliffs, M J. Prentice Hall, i9^7•
7 Laurence, P R & Lorsch-J W. Developing organisations: 
diagnosis and action. Reading, Addison-Wesley, 196>9, p 3*
8 Barnard, C I. The functions of the executive.
Cambridge, Harvard University Press, 1938.
9 Bowey, A M. The sociology of organisations. London,
Hodder & Staughton, 1976, p 19.
10 Silverman, D. op cit, p 169.
11 Taylor, F W. The principles of scientific management.
New York, 1913.
Mayo Elton, The social problems of industrial 
civilisation. Boston. Harvard. 1^45.
12 Bums, T. Micropolitics: mechanisms of institutional 
change, Administration Science Quarterly, vol 6, no 3
pp 257-281 * • _
Woodward. J. Management & Technology. London, HSMO, 1958.
13 Silverman, D. op cit, p 170.
14 Bowey, AM. op cit, p 44.
15 Silverman, D. op cit, p 27.
16 Buckley, W. op cit.
17 Miller, E J & Rice, A K. Systems of organisation: the
control of task and sentient boundaries, London,
Tavistock, 1967.
211
Shamir, B. Between bureaucracy and hospitality - 
some organisational characteristics of hotels,
The Journal of Management Studies. October 1978, ■
Vol 1.5, uo 3, p 291,.
Burns, T & Stalker, G- M . The management of 
i n n o v a t i o n ,  2nd edition^ Tavistock Publications, 
1966,. preface.
Cooper, E J. Beyond functional management The 
Hospital.vol 67, no 5, 1971.
Bowey, A M. op cit, p 56*
Bradley, D & Wilkie R. op cit, pp 106-107.
Bradley, D & Wilkie, R. op cit, p 31*
Adam, E E et al. Measuring the quality dimension of 
service productivity. Washington D C. National 
Science Foundation, 1978, p
Thompson, J D. Organisations in action. New York, 
McGraw-Hill', 1967, p 27.
Katz, D & Kahn, R L. The social psychology of 
organisations .New York, Wiley, 1966."'
Beckhard, R . Organisation development; strategies and models. Reacting, Addi'son-Wesity , 1909; pp1 2-8.
Shamir, B. op cit, p 287.
Steele, F I; Physical settings and organization 
development. Reading, Addison-Wesley., 1973, pp 6-11.
Beckhard, R, op cit, pp 3-7.
Steele, F I. op cit, p 7*
Steele, F I. op cit, p 7.
Child, Jfc Organization - A. guide to problems and 
practice. London, Harper & Row, 1977, p
Shamir, B* op cit, p
Shamir, B. op cit, p
Thompson, J D. op cit, p 150.
37 Thompson,J D. op cit, p 20,■
38 Thompson,J D. op cit, p 21.
39 Thompson,J D. op cit, p111.
40 Thompson,J D. op cit, p 115.
41 Cyert, R M et al. The behavioural theory of the
firm: a behavioural-science economics amalgam, 
1964. ~
42 Perrow, C. The analysis of goals•in complex 
organization, editor Hall & Egan, Readings in 
organizational theory: a behavioural approach. 
Boston, Allyn & Bacon, 196'7,
43 Etzioni, A., op cit, pp 257-278.
44 Silverman, D. op cit, p 9.
45 Laurence, P R & Lorsch, J W. op cit, pp 2-4.
46 Silverman, D. op cit, p 9.
47 Thompson,J D. op cit, p 127.
48 Bowey, A M. op cit, p 63.
49 Davies,C et al. Technology and other variables:
Some current approaches in organisation theory,
Warner, M. The Sociology of the Workplace. London,
George Allen & Unwin, 1973, p 158.
50 Rogers, D 0 D. Essentials of Business Policy. New
York, Harper & Row, 1975; pp 5-6.
51 Kreck t A e^ ec^s differences in hospitality management philosophy as measured by operational 
achievement in two Parisian hotels, Journal of * ■ 
Hospitality Education, vol 3, no 1, July 19‘/8, pp 66-67.
52 Cousins, j. Customer relations in the hotel and catering
industry. London, Hotel & Catering Industry Training 
Board, July 1976, p 1.0.
53 Shaw, J C. The Quality-Productivit.y Connection in
service sector management, New York, Yan Norstrand 
Reinhold, 1978, p 10.
54 Shaw, J C. op cit, p 59.
55 Bradley,' D & Wilkie, R. op cit, p 65.
56 Thompson, J D. op cit, p 102.
21
57 Brown, J A C. The social psychology of industry. 
Harmondsworth, Penguin, 1964, p 188.
-Zaleznik, A & Moment, D. The dynamics of interpersonal 
behaviour. New.York, Wiley, 1964, pp 3-4.
58 Maslow, A H. Motivation & personality. New York,
Hooper & Row, 1954.
59 Vroom, V H. Work and motivation. New York, Wiley,
1964.
60 Bowey, A M. op cit, p 63.
61 Thompson, J D. op cit, pp 101-116.
62 Pye, G. Palling standards, HOIMA Journal. September 
1976, p 20.
63 Laurence, P R & Lorsch, J W. op cit, pp 4-8.
64 Riley, M. Declining hotel standards: the skills
trap, University of Surrey, pp 1-9. ” ^
65 Turner, B A. Exploring the industrial subculture.
P 1 •
66 Parsons, T. The Social System, pp 5-12.
67 Riley, M. op cit, p 5.
68 Riley, M. op cit, p 5.
69 Shamir, B. op cit, p 287.
70 Shamir, B. op cit, p 288.
71 Perrow, C. Hospitals: technology, structure and 
goals, editor March, J G. Handbook of Organisations. 
Chicago, Rand McNally, p 914.
72 Cutcliffe, G et al. Analysing catering operations. 
London, Edward Arnold, 1971, p 1.
73 Riley, M. op cit, p 6.
74 Riley, M. op cit, p9.
75 Farrell, T. Communications in the food service 
Indus try, The Cornell Hotel and-Restaurant 
Administration Quarterly.1 vol' 4. no'"3T~RP~20-21 .
76 Farrell, T. op cit, p 20.
77 Thompson, J D0 op cit,pp 114-115.
78 Shamir, B. op cit, p300.
79 Shamir, B. op cit, p 305.
80 Sasser, W E et al. Management of service operations.
Boston, Allyn & Bacon, 1978, p 398.
81 Shaw, J 0. op cit, p 40*
82 Riley, M. op cit, p 9.
.83- Riley, M. op cit, p 9.
84 Shaw, J C. op cit, p 42. *
85 Farrell, T. op cit.
86 Shaw, J C. op cit, p 44.
8? Shaw, J C. op cit, p 46.
88 O’Neill, H.O. D. Top down or bottom up, Training. 
vol 7, no 3, May 1981, p 9.
89 Moreo P J. Control, bureaucracy, and the hospitality
industry: an organizational perspective Journal of 
Hospitality Education, vol 4, no 2, Winter '1980', p 30.
90 Earrell, T„ op cit, p 20.
91 Moreo, P J. op cit, p 30. x
92 Reeves, T K et al. Technology'and organizational 
behaviour, editor Woodward, J. Industrial organization. 
Behaviour and control.
pp 4-5.
93 Thompson, J D. op cit, p 14.
94 Reeves, T Eket al. op cit, p 5.
95 Dubin, Working union-management•relations, The 
sociology of industrial relations, Englewood Cliffs, 
Prentice Hall, 1959.
96 Woodward J. Technology, management control and 
organizational behaviour, ed Woodward. J. Industrial 
organization: behaviour and control. London, Oxford 
University Ires s', 19?0, p 236".'
97' Davies, C et al. op cit, p 161.
98' Dubin, R. op cit,
99 Woodward, J. op cit, p 237.
100 Woodward, J. Industrial organization, theory and
practice,. 2nd edition, London. Oxford University 
Pres1 id, 1980, pp 261-267.
101 Davies, C et al. op cit, p 152.
102- Woodward, J. op cit, p 38.
103 Woodward, J.. op cit, p 69.
215
104 Woodward, J. op cit, p 43.
105 Thompson, J D, op cit, pp 15-18,
106 Woodward, J, op cit, pp 125-153.
107 Thompson, J D. op cit, p 57.
108 Hickson, D J et al. Operations technology and 
organisation structure: an empirical appraisal, 
Administrative Science Quarterly, vol 14, No 3.
109 Shaw, J C. op cit, p 57.
110 Child, J. op cit, p 9.
111 Bradley, D & Wilkie R. op cit, p 50,
112 Laurence, P R & Lorsch, J W. p 3.
113 Bower, Mo The will to manage. McKinsey.
114 Shaw, J 0, op cit, p 53, p 56 & p 59.
115 Shaw, J D. op cit, p 38,
116 Sasser, W E et al. op cit, p 399.
117 Lorsch, J W. Introduction to the structural design 
of organisations, Organisational structure and 
design, p 1.
118 Child, J. op cit, pp 9-10.
119. Shaw, J C. op cit, p 66.
120 Laurence, P R & Lorsch, J W. op cit, pp 115-118.
121 Lorsch, J W op._-eitr p 1.
122 Schein, E H. Organisational psychology. Englewood
Cliffs; Prentice-Hall, 1965, p 60.
123 Shaw, J C. op cit,. p 72.
124 Burns, T and Stalker, G- M. The management of 
innovation. London, Tavistock, 1961
125 Thompson, J D. op cit, pp 66-82.
126 Laurence, P R & Lorsch, J W. op cit, p 12.
127 Shamir, B. op cit, p 294.
128 Shamir, B. op cit, p 296 & p 298.
129 Smith, G-. Social Work and the Sociology of
Organisations. Routledge & Kegan Paulk 1970. pp 36-
130 Smith, D. Front line organisation of the State 
Mental Hospital, Administrative Science Quarterly, 
vol 10,-1965, P 388.
131 Smith, D. op cit, p 395*
132 Smith, op cit, p 41.
: 133 Smith, op- cit, p' 42.
134 Shaw, J C. op cit, p 74.
135 Laurence, P R & Lorsch, J W. op cit, pp 12-13.
136 Likert,. R & Likert, J G. New ways of managing
conflict. New York, McGraw Hill, 1976, p TS3•
137 Shamir, B. op cit, p 294.
138 Shamir, B. op cit, p 296 & p 298.
139 Stewart, R. Cnntrasts in managementUK, McGraw 
Hill, 1975.
140 ' Shaw, J Co op cit, p 60. '
141 Shaw, J C. op cit, p 66.
142 Shamir, B. op cit, p 300.
143 Moreo, P J. op cit, pp 23-24.
144 Reeves, T K et al. op cit, p 38.
145 Eilon, S. Problems in studying management control,
International Journal of Production Research, vol 1, 
no 4, 196)2 .
146 Shaw, J C. op cit, p 94.
147 Moreo, P J. op cit, p 2,8*
148 Davies, C et al. p 161.
149 Thomas, L P. The control of quality. London, Thames
& Hudson, 1965, p 30.
150 Reeves, T K et al, op cit, p 45.
151 Reeves, T K et al. op cit, pp 50-52.
152 Reeves, T K et al. op cit, pp 52-53.
153 Reeves, T K et al, op cit, p 51.
154 Turner, B A op cit, pp 63-75.
155 Shaw, J C. op cit, p 84.
156
157
178
179
180 
181
Davies, 0 et al. op cit, p 153.
Rotter, J B. Generalized expectancies for internal 
versus external control of reinforcement,
158 Shamir, B. op cit p 299.
159 Shaw, J C. op cit P  ' 38. * •
160 Shaw, J 0. op cit p 92.
161 Shaw, J C. op cit P 53.
162 Shaw, J 0. op cit P 38.
163 Shaw, J c. op cit p 38 & pp 100-101.
164 Tannenbaum , A B. Control in Organizations
York, McGraw Hill 1968, p 5.
165 Shaw, J c. op cit p 88.
166 Shaw, J c. op cit p 94.
167 Shaw, J c. op cit pp 98-99.
168 Shaw, J c. op cit P 94.
169 . Shaw, J c. op cit P 99.
170 Shaw, J 0. op cit pp 89-90.
171 Shaw, J 0. op cit P 97.
172 Shaw,'J c. op cit P 105.
173 Shaw, J c. op cit - p 104 & p 107.
174 Shaw, J c. op cit p T02 & p 107.
175 Shaw, J c. op cit p 108,
176 Shaw, J c. op cit p 108.
177 Shaw, J c. op cit p 102.
Thompson, J D. op cit, pp 144-145.
Reeves, T K et al. Technology and organizational 
behaviour., ed Woodward, J. Industrial organisation 
behaviour and control, London Oxford University 
Press, 1970, p 4.
Davies, C et al, op cit, p 152,
Reeves, T K et al. op cit, pp 4-5.
218
182 Child, J. op cit, p 12.
183 Weber, M. Excerpts from the theory of social and
organization. Glencoe, The Free Press, 1947, p S9.
184 Merton, R K. Bureaucratic structure and personality 
Social Forces, no 43, 1945, pp 405-415.
185 Mansfield, R, Relationships of perceptions of
organisational climate to organizational structure, 
context and hierarchical positions, Administrative 
Science Quarterly, no 17, 1972, pp 1b3-17b*
186 Moreo, P J. op cit, p 26.
187 Sasser, W E et al. op cit, p 398.
188 Thompson, J D. op cit, p 147.
189 Hegarty, J A. Systems Catering - The application of
the concept of totality, EGIMA Journal. August 1979
P  3 2 .
190 Shamir, B op cit, p 307.
CHAPTER 6 QUALITY OE SERVICE IN CONTEXT OE MANAGEMENT 
- FUNCTIONS
6.1 INTRODUCTION
This chapter examines the management functions which have 
a significant impact on the quality of products and 
services. In manufacturing quality control'is a well 
established specialist management function and this is 
first examined followed by the reasons this function l^ as 
not developed in the service industries. Although the 
quality function is not established as a specialist 
activity, parts of the function are often shared by a 
number of departments, including marketing, personnel and 
training, service operations and general management.
Each .of these functions and their responsibilities for 
the quality of service are now examined.
6.2' NATURE OF QUALITY CONTROL IN MANUFACTURING
The - function-of quality control has mainly evolved in the 
manufacturing industries and in this field there are 
differences of view in its scope. Jacobs (1) for 
example suggests its role is limited to a statistical 
method of measuring a deviation from the present standard 
of quality. Some see quality as one aspect of a wider 
concept of quality assurance. The Canadian Government’s 
Quality Assurance Program Requirements define quality 
assurance and quality control as follows:
"Quality control means those actions which provide a means 
to measure and regulate the characteristics of an item or 
service to established requirements".
"Quality assurance means a planned and systematic pattern 
of all means and actions designed to provide adequate 
confidence that items or services meet contracted and 
jurisdictional requirements and will perform satisfactorily 
in service.. Quality assurance includes quality control"(2).
Pickworth (3) suggests-that quality control refers- to 
those portions of the', quality assurance programme that- are 
concerned with the. physical characteristics of the product 
or service, that measure and maintain it (or regulate.it) 
so that it will conform to predetermined requirements*
Fetter (4) sees quality control as two related activities 
of any productive system. A decision sub-system 
concerned with the development of general and technical 
specifications for any product, related primarily to the 
market place and a second sub-system responsible for the 
conformance of output to specifications.
Juran et al’s (5) view of quality control embraces a total 
quality concept and this has been further developed in 
Asplund1s (6) integrated quality circle. This embraces 
marketing,.product development, manufacturing ,and general 
management•
Balin (7) in a cycle he describes as the - 1 quality .function* 
suggests that this obtained as a result of the sequential 
integration of the following partial functions:
M- the marketing function, which requires full
knowledge of the characteristics that the client, 
the market, the final user demand of the product;
the technical function which starting with the 
aforementioned information will have to create the 
project or design which provides the most adequate 
engineering specifications for ensuring the quality 
of conception of the product;
■ - the factory making sure the product once
manufactured, would maintain its characteristics in 
conformance with the original specifications;
_ • other departments responsible for the * quality_of the
delivery* These-are such matters as storage/ 
services, packaging and shipping of the installation
after sales servicing or product maintenance 
functions".
Gregory.. (8) in discussing the use. .of the technique. ZD 
’Zero defectsreinforces the importance, of .the. second ... 
function identified by Balin. This technique focuses, on 
the analysis of the work process to determine how errors 
can be eliminated or avoided, rather than how it can be 
detected and corrected.
Evaluation is an important part of the quality control 
function and Pickworth identifies (9) three forms of 
evaluation used:
"Inspection - refers to the act of examining.'the prodzict’. 
for the purpose of accepting or rejecting it. Inspection 
may'be"visual or instrumental. In either case it measures 
specific, isolated charcteristics.
Testing - refers to the evaluation of the product or service
Auditing - is. designed to evaluate the system/that produced 
the product".
Inspection is concerned with the third, fourth and fifth 
functions identified by Balin, testing.with the first and 
second functions and in many cases also evaluating the 
products, once.in use,.while auditing is concerned with all 
the partial functions.
The integration of the partial functions and the 
measurement of the effectiveness of each function as well 
as the overall quality of the product is both important and 
complex. A number of models have been developed to assist 
management in dealing with its complexity.
6.2.1 Quality models
In the literatxire survey a number of models of the 
management of quality were found and.the usefulness and 
the limitations of these is examined. Thomas (10) 
suggests a model for quality control in which he stresses 
it can only be tackled adequately when seen as a part of the
larger process of specifying, manufacturing and marketing. 
He describes the-context in a rather mechanistic and 
simplistic way as follows:
"A manufacturing company consists of shareholders, 
represented by a chairman and a Board of Directors, who 
select an executive, to employ a group of people -.to make 
products and to market them. The•group consists of 
managers, specialists, supervisors, and operators is so 
organised■that it can specify the products which it aims 
to market, it can choose the production processes by which 
it will operate and control each manufacturing process to 
produce sufficient items of required quality, quickly and 
at a minium cost. The ease with which the company sells 
these products will depend partly on the marketing methods, 
partly on its prices and partly on its ability to specify 
and make items which the customer wants to buy" (11").
The model that he describes as a simplified_view of the 
various interacting activities (Figure 6.1), summarises 
the ways in. which a company: formulate its policy; 
translates this into operational terms and; reviews the 
response to change (12).
Figure 6.1 Simplified view of quality control
1) some elements ox the outside environment (suppliers 
and- consumers);
2) a need for policy on quality;
3) a need for translation of policy into operational 
activities;
4) distinction between marketing and production 
specifications;
5) distinction between product and process; and
6) complexity of interactions.
Adam et al (13) have developed a model which embraces the 
dimensions already referred to product design, process 
design, and production. A simplified part of the model 
(Figure 6.2) begins with a basic dichotomy of quality goals: 
potential quality and actual achievement of quality potential* 
Establishing potential quality is essentially/a design or 
planning function whilst achievement of quality is an 
operational function. Between these two goals is the 
inspection, testing and quality programme of the organisation.
Figure 6.2 The dichotomy of quality goals
P e r f o r m a n c e  q u a l i t y  Q u a l i t y  g o a l s  P r i m a r y  f a c t o r s
a f f e o  t i n g  
q u a l i t y
The model overall .is based on. the. premise--that. several 
technical and.behavioural variables have an.impact on 
performance quality. In Table 6.1 (14) the specific 
enviromental elements which can form this context are 
identified. Some similarities will be noted between the 
characteristics of quality discusses in Chapter 3- and also 
between the elements identified in the environment' and 
technology variables of organisation theory in Chapter 5.
Table 6.1 Enviromental characteristics and constraints
I Social environment
A Personal value systems
B Ethical considerations
C Social responsibility
/D Taste and behaviour patterns 
E Greater community influence
II Legal/political environment
A Regulatory agencies
B . National laws, local ordinances and restrictions
C International considerations
D Tax considerations
E Consumer legislation
E tJnion agreements '
Technological environment
A Basic and applied research results
B Engineering knowledge
C Management knowledge
D Material/equipment innovation
E Process innovation
E Product innovation
IV Economic environment
A General economic conditions 
B labour market conditions 
C Customer (competitive) market conditions 
D Inflation
This model is. valuable in.distinguising between potential 
quality and the achievement of- quality, and in showing 
that the primary factors may be behavioural or 
technological.
.A more complex model developed by Ruch et al (15.). to 
illustrate productivity is particularly helpful in 
overcoming some of these limitations (Figure 6.3). 
Productivity and quality are often considered to he 
separate performance measures but in effect quality is one 
of the output dimensions of productivity. Across the top 
of the model, from left to.right, output is influenced by 
primary factors, and so on. Of particular importance to 
productivity improvement is the column of organisational 
controllables. This suggests that product/process 
design, a technical.factor, and behavioural factors of 
selection, training, supervision, communication, peer 
relationships, and rewards are identified as 
organisational controllables, which could be used to 
control quality.
Adam et al (16) suggest that this model might he modified 
so that the technical factors are highlighted conceptually 
in a manner that illustrates more of a technical/human 
contributions approach. They also suggested technology 
should play a more prominent role in the overall model. 
Such a model was developed by Adam et al (Figure 6.4) and 
through this model, management can make planning and 
operating decisions which through a chain of relationships 
will effect output quality..
Potential quality, is the quality level that the process as 
designed, is capable of achieving under, ideal operational 
conditions.. It is a function of a great-many design and 
input variables that have been combined and'- condensed 
into five primary factors: some technological and some 
behavioural: .direct and indirect worker; supervision; 
materials; equipment and tooling and work environment 
(including process design, individual job design and 
layout).
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Achievement of potential quality depends on.techniques of 
management and controls.. It is also a .function of a 
number of variables some technological and behavioural: 
motivation; quality and workmanship values; perceived 
instructions; joh characteristics; equipment and tooling 
set up; equipment and tooling repair; operational 
planning and control.
From this examination of the definitions and nature.of 
quality control and quality assurance and the models 
developed for manufacturing it appears that the 
appropriateness of the application of -the following to 
service industries needs to be considered:
1) Whether the term quality assurance or quality
control is used it should be assummed to mean a/
planned and systematic pattern of the means and 
actions designed to provide adequate confidence 
that items meet contracted and jurisdictional 
requirements and will perform satisfactorily in 
service.
2) Quality assurance or quality control -is a 
combination of a number of partial functions 
concerned with potential quality and the 
achievement of potential quality.
3) Both potential quality and the achievement of 
potential quality can be affected by technical 
(task capacity) and behavioural (individual effort) 
factors within the organisation and from the 
external environment.
4) The controllables which will influence the 
technical and behavioural factors,
5) The appropriate ways of measuring inputs and 
outputs within the total system.
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These factors-appear to. fit-.in..to. a manufacturing 
industry where.quality assurance.is a well established 
management function which is in contrast to service 
organisations which as Juran (17) points out exhibit 
the following features:
,f1) day to day regulation and decision making on
conformance to standards are largely in the hands 
of line departments;
2) the concept of a separate staff of specialists in
quality has only a minority acceptance;
3) the concept of a'high'level manager devoting full
time to the quality function has only minority
acceptance;
4) organised co-ordination of'the quality function 
seldom exists in continuing form"*
Juran (18) suggests that the approach to organisation for 
quality adopted as a result of these features is:
1 ... adequate for establishing specifications • and 
standards, for planning of day to day controls, and for 
executing those controls. In addition, their approach to 
co-ordination appears to be adequate for dealing with • 
crises and with specific agreed-on projects. However, 
their organisation forms do not appear to be well suited 
for programs for quality improvement since:
the concept of an organised approach to quality 
improvement has not heen fully grasped;
their basic training in the nature of the quality 
function has heen limited;
there is a lack of trained specialists to carry out the 
details of diagnosis for quality imporovment,f.
It also appears from an examination of the nature of 
service that it is difficult to distinguish between the 
marketing of services and provision of services and from 
the earlier work carried out by the researcher to clarify 
that the role of the personnel and training function in 
assisting the operational departments responsible for 
providing services. These are examined before considering 
the application of- quality assurance practice and theories 
developed in manufacturing to the service industries.
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6.3 PERSONNEL AND TRAINING IN THE CONTEXT OE QUALITY OP 
SERVICE
There is a wide assumption that the key function in 
maintaining quality is the training function, as 
illustrated by the following statements:
"A cause-and-effeet relationship can be drawn between an 
effective training program and a hotel’s repeat business" 
09),
"Mr Lewis felt that training was of vital importance -that 
some form of basic training was imperative for all people 
opening up a restaurant of working in ohe0 Often only'the 
elementary'training is required and this could even be given 
to people of low educational standards'1 (20).
"Mr Egon Ronay questioned the need for legislation . and 
thought’that a radically fresh look at training was required 
to "introduce” a higher status feeling among staff to give 
them professional pride and that the objective-'’should be 
that a proprietor of an establishment should have passed 
some kind of examination or test" (21).
"This characteristic (heterogeneity) places a great premium 
on the quality control function of a service firm. Because 
the provider of' the - service usually comes in direct contact 
with the consumer, the education and training of service 
employees'(the firm’s sales personnel) are extremely 
important. In effect, such training is a key lever for 
quality control, since it is usually impractical to monitor 
the output of each service provider" (22).
"It may be an over-simplification. But I believe that the 
secret of high standards lies in two words: training and 
discipline. ‘ Whether it be the pilot of an aircraft or a 
chambermaid in an hotel, these are the two essentials if 
the job is done well. The worker must be properly taught 
how to do the job and there must be discipline to-ensure 
that the training is‘faithfully put into practice, and this 
involves supervision. Where there is a falling off in 
standards, I believe the lack of good supervision is 
usually the root cause. One cannot•promote value, for money 
and business satisfaction by statute, nor by exhortation • 
alone. Constant supervision must be'the order of the day, 
and all to often it is lacking" (23).
Sasser et al (24) also stresses the importance of training 
and in contrast with the previous statement point to the 
difficulties of supervision:
"The service "'industries are generally labor' intensive, 
and service employees•are often difficult to"supervise 
directly. Therefore,'quality is a primary concern of 
the service industry workforce management. Training and 
incentive programs designed for improving the quality of 
the service delivery system can have important results. 
Employees need to know how to achieve quality 
performance. This is the task of training. , A 
reasonable objective of.an incentive progbam is creating 
the desire to/achieve high quality as well as high 
productivity".
The.nature of the supervision required is likely to vary 
according to the degree of uniformity of the service-..
The statements on the role -of training appear to be at 
variance with.the view expressed by- the HCITB Hotel Sector 
- Training Group when Initiating the study to ascertain why 
operational standards had not improved even though. 
considerable investment had been put into training. The 
views of the Hotel Sector Training Group do not appear to 
be supported by some American hotel companies., for example:
"A well-trained guest.contact employee - one who has 
mastered the: interpersonal as well as technical skills - 
is a tremendous asset to a hotel’s operation and can 
greatly influence a guest’s decision to return.
A guest often returns as a result of receiving very fast 
and efficient service - direct results of the technical- 
skills taught during the training. Just as many times, 
however, a customer comes back because of the genuine 
friendliness of a hotel staff -an attitude which should 
also be learned during training.
Good eye contact, a pleasant tone of voice, effective 
choice of words, a smile, use of guest’s name and good 
posture - all these seemingly small gestures on the part 
of service employees often add up to a very satisfied 
customer, one who returns again and again.
Many of these interpersonal gestures come naturally to a 
guest contact employee and are often the reason a person 
is hired. However, it‘is management’s responsibility to 
be sure employees understand the significance of these 
service skills in dealing with customers" (25).
An article by an American senior■executive, Hostage (26) 
on quality control in a service business, also implies 
that training is the key, by limiting the article to
describing eight .training..programmes-.concerning.:.... . 
individual. development; .management. training.; manpower. . 
planning; standards of. performance.; career progression; 
opinion.survey (employees); fair treatment and profit 
sharing.
Gartner (27) suggests a strong reason for organisations 
focussing on the importance of training:
"There are some who would make the case that training pre- 
and/or in-service, is the panacea to change the service's. 
■We make no such argument. Indeed, we recognise that in " 
many'instances the call for training'is a diversionary step 
designed..'to avoid undertaking structural and institutional 
changes"..
The researcher started with the assumption that training 
was the key dimension but.as the.scope of-the study 
indicates that this was soon recognised to be too 
simplistic an approach. It does not follow from this that 
the training function has no role but that it is important 
to recognise it is a supporting role and there is a need to 
determine how it can best fulfill this role.
Kitson (28) when discussing the role of the British Tourist 
Authority and the Hotel and Catering Industry Training 
Board in improving standards gives a clue how those in 
training need to help those concerned with marketinga
" ... a role of the BTA is to advise the industry in 
markets and their possibilities. It must spell out what 
the needs of the markets are. The training board’s job 
is to assist the industry in meeting the needs of the 
markets, whatever these needs are".
The HCITB (29) in their training criteria refer to 
operating standards and standards of performance hut 
surprisingly in view of the above, comment without 
indicating how these relate to the needs of the market.
An extract from-a company.magazine illustrates.that some 
companies- realise how important it is to understand guest 
expectations:
"To_perform effectively, employees must learn to 
anticipate how the customer expects him to act.
A major part of employee training should'deal with what 
research indicates the customer wants ...
Also, management must, through effective training 
programmes, instill in the staff the right attitude toward 
service to^the extent that their willingness to serve is 
reflected in every aspect of customer contact. Employees 
need to understand that their joh performance is based not 
only on how well they function technically hut on how they handle the guest" (30). J
Gartner (31) has some suggestions on how those involved 
in human service practice can become more consumer 
centred and thus more sensitive to expectations:
" the training- of practitioners must prepare- them for 
practice that is eonsumer-eentred.f One important way-of 
doing this is to make-training-itself consumer-centred? 
that is, built around the trainees-. 'This serves to give 
them an object lesson-on how to,provide consumer-centred 
practice. Too often programs of professional preparation focus only on the curriculum content and 
forget that the medium is often the message, and, thus, 
the form of teaching is as important as the content.
Training is, in part, a kind of socialization. And the 
training we propose must socialize the new professionals 
to understand the consumer point of view".
Gartner also believes that:
"A central aspect of the content of consumer-orientated 
is that it be skilled centred. The service to be 
performed must be carefully analyzed and the training _' 
huilt upon this analysis. This may seem self evident. 
However, in fact, much of the preparation of human service 
practioners is knowledge - the process-centred, rather 
than outcome centred ... A skill - centred training 
■design moves more directly to that which is of direct 
help to the consumer and we need evaluation measures to 
insure that this occurs" (32).
Gartner (33) also, suggests that role.playing, particularly 
role reversals, where the trainee plays the . role of consumer 
and. is able to ’feel1 what it is to be a consumer is an 
effective way of giving consumer-cerntred practice.
From .this -it appears that training; particularly if 
related, to consumer expectations and. if the learning 
context is . consumer-^entred, is important. Some, whilst 
recognising this importance, point to other personnel-• 
functions which equally affect the quality of service.
Simpson-(BTA, 34) whilst arguing that the key to customer 
satisfaction-is based., on-well-trained efficient and 
effective- staff at.all-levels points to the.importance of 
being- selective.about.choosing staff to ensure that high 
quality recruits are chosen.
Zemke (35) also suggests top customer service people 
seem.to. agree that the focus for full-time customer service 
management,.should be on selection, standards, training 
and support.
Cousins (36) who also stresses the importance of 
selection suggests:
"It may well be that the selection of staff should be more 
Involved with social background, especially for those 
dealing with guests and also a matching of the social 
background to the particular social environment of the 
unit (e.g. location, type of guest, standard of -unit, etc).
Davidson (37) when.discussing customer contact employees 
suggests three steps: ' select and train (careful selection, 
proper indoctrination and motivation); correct (constant 
vigorous supervision).and reject (speedy removal of those 
who don’t measure up).
Sasser et al (38) suggests that the primary sources of 
quality control for the service firm - should be designed 
to communicate the goal's of top management to the
operating personnel,..to. motivate them to act in. a manner 
cons is tent-, with the. service concept, and to monitor the 
performance of the individual employees and the business 
overall•
This points to other areas which are the responsibility 
of those concerned with .personnel and training, two of 
them, selection and motivation have already been.discussed 
when considering the organisation variable in Chapter 5. 
Communications, often, another concern of personnel and
training is now further examined.
‘ ' >
Farrell (39) identifies- that one of the-.difficulties . - 
concerning communications is-the different perceptions of 
employees:
\
111 ..." little attention seems to be paid to the task’of 
actually..' communicating the standards' in' some form:to' the 
employee.' So what does "the employee do? " He has to 
operate"to his own standards and modify them when told that 
they are wrong by his department head who is operating to 
his or her own standards ... Into this already 
unsatisfactory scenario comes the manager with his own set 
of standards who berates the employee or the department 
head because the standard is not high enough".
Farrell (40) suggests that where a manager finds such a . 
disarray in standards and the approach, to the setting of 
standards he should adopt a participative approach to 
setting standards involving supervisors and 
operatives. This he suggests leads to demanding 
standards being set as well as improved communications.
Care must be taken, however, in this exercise to ensure 
that the consumers needs are taken into account because, as 
Farrell(41) suggests, most food servers and managers 
live and act in a world all their own, one not very well 
aligned with reality. Research he conducted indicates 
that restaurant workers show group concern with artistic 
movements and aesthetic effects rather than outgoing 
interest in establishing rapport with individual customer’s 
and meeting their needs.
Farrell (42) also points out that:
... at the top of food-service establishments there" are 
often are sound policies and good plans; in the middle 
range considered technical know-how for the mechanical 
execution of policies and plans; and at the bottom 
sufficient skill and energy to carry out'the activities 
necessary for'a profitable organisation".
But that the formal downward communication system is not 
used to carry the information needed by employees if they 
are to successfully integrate their efforts. He stresses 
that:
" ... the genuine desire to please the guest (which is 
truly'the' basic hallmark of nearly every top level food- 
service executive, of most middle range managers, and 
of'the majority of supervisors) is demonstrated to 
customers', not by'the managerial people but by direct 
personal relations'with waiters and waitresses and by the 
indirect services of busboys and kitchen emplojrees"
and that often;
"the functions of groups like waiters and dishwashers are 
aimed not at a common goal of the business - the 
satisfaction of customers -• but at doing the particular 
job so as to provide the -individual worker with at least 
minimum personal rewards"(43) •
Farrell (44) believes that:
" ... most managers truly respect the needs of their 
employees and wish to help them satisfy their needs.
Thus when the two do not work effectively together, the 
fault lies in the incapacity of the formal communication 
system.'to carry the necessary exchanges of views and 
ideas".
and that the remedy is:
" ... that top management should encourage middle 
managers and supervisors to develop and use communication 
systems to carry out their own-sound and well-based ideas 
for developing good, competent, highly motivated employees. 
Training programs for employees presently used by many 
food-service establishments should be expanded to help the 
managerial people learn to manage communication better" (45)
little-reference has been made to manager pr management 
development, this is because as O’Neill (46).indicates 
organisation.development which has quite specific aims 
is thought to be of more value in improving performance 
in operational terms sxich as quality. This suggests, 
that the opprotunity to improving quality should be 
seen as a.part of the overall development of the 
organisation.
Woodworth (47) in an outline of priorities for 
improvement lists a number of activities.which recognise 
the.importance of personnel and training, but also points 
to - other.areas which underline that quality activities 
should.not be limited to the personnel and training 
function:
"... better training; more knowledgeable and efficient 
staff; progressive technical improvements; closer 
attention to the needs of the passenger/consumer; 
improved facilities and clearer display of information 
on facilities that are available".
From this examination it is clear that the personnel and 
training function has' a role in quality assurance as a 
number of the variables that influence quality are the 
concern of those in personnel and training, for example, 
the ’human variable’_and structure. The. .responsibility 
for these functions is however normally of line 
management and that the role of the personnel and 
training function should be as specialist advisor. There 
are a number of other variables which are not normally 
the direct concern of the personnel and -training function 
for example the environment, technology and control and 
for this reason the responsibility for quality shozild 
not be delegated to the personnel and training function 
but reatined by line management. The specilist functions 
responsibility should be concerned with assistance in 
selection, in designing communication systems,‘in advising 
on management and organisation development and in 
designing and sometimes providing conszimer centred 
training.
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6.4 MARKETING IN CONTEXT OF QUALITY OF SERVICE
A number of statements made, in the marketing.literature 
underline the overlap between marketing and service 
operations:
"Marketing is so basic’that_it cannot be considered a 
separate function ... It is the whole, business seen 
from'the. point of view of the ; 
customer’s point of view" (48).
"The marketing concept is a management orientation that 
holds the•key task of the organisation is to determine 
the heeds, wants and values of a target mrfrket and to 
adapt the organisation to delivering the desired 
satisfactions more effectively and efficiently than its 
competitors" (49).
These statements both stress the importance.of ensuring 
the whole organisation has a market orientation, it is 
less clear whether they imply that the marketing 
function should exist as a separate function to service 
operations. Before examining this it appears there 
are a number of areas where the two functions overlap.
The first identified by Thomas (50) is the overlap 
concerned with the design of service offereings. An 
indication of this is illustrated by the following 
statements;
"Design quality, whether it involves specific procedures, 
programs, and something else, is what makes a product or 
service saleable. It is in other words what the 
customer wants" (51).
"Marketing is ascertaining, creating and satisfying the 
wants of people; and doing it at a profit" (52).
The second overlap identified by Daltas (53) is between 
the responsibilities of those promoting the services, he 
points out that although a marketer of services can 
control advertising he does no.t have the same control as 
a product manufacturer over what is actually delivered to 
the consumer. Further that the quality the consumers 
receive is likely to use the service organisation again.
Daltas stresses it is the local manager and employees 
who must-translate the policies and procedured into a 
service package, and through daily problem solving 
behaviour retain the customers who have been attracted 
to the services.
Attoff (54) also stresses:
"Everybody who has‘a contact with the consumer during 
the buying and/or the consumption process is in fact 
doing personal selling'of the service and is being 
identified by the consumer as a part of the service 
itself"•
This statement as well as underlining that the selling 
function is the responsibility of operations as well as 
marketing, emphasises that they as bearers of a service 
are identified as a part of the service* This relates 
closely to a third overlap identified by Sasser et al 
(55) who suggest that the simultaneity -of production and 
marketing of a service product eliminates the quality 
filtering mechanisms that exist in manufacturing. They 
give the following reasons:
"First it is difficult and in many cases impossible to 
inspect; even the explicit characteristics of the product 
prior to delivery to the customer. Second, the 
integration of functions of marketing and production . 
hinders the translation of consumers perceptions into 
more quantifiable production terms, which occurs as a 
result of negotiations of the two separate fumetions in 
a manufacturing organization. Third, operating 
personnel are required to have a dual set of often 
conflicting skills that is, they are the production 
direct labor or artisans or both and they are also the 
sales personnel"*
Sasser et al (56) identify another aspect that needs 
consideration-when they suggest, that because of the 
simultaneity of production and marketing and the 
fragmented nature of most service industries, that this 
often leads to :
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" ... either •unanticipated natural' segmentation of 
markets, on the one hand, or-an imposed aggregation of 
unlike markets "by management, on the other. Thus, many 
multisite- service operations find that top management has 
imposed standardization of materials, procedures, and . 
locations across all operating sites while the sites may 
he operating in different market;segments".
Sasser et al (57) also draw attention to:
"Finally, the temptation to diversify from a focused 
service provided to a clearly defined market often leads 
a service firm to attempt to he Tall things to all people1 
with disastrous loss of ability to manage the company’s 
service level".
The relationship:of these overlapping responsibilities 
are now examined;.. Attoff (58) in discussing research by 
Gronroos helps to clarify the relationship and 
responsibilities of marketing and service operations. 
First he sets out the traditional view of the differences 
between the relationships of production and marketing in 
the provision of goods and services (Figure 6.6). This 
shows that in manufacturing the bridging over from 
consumption is done through marketing, the only function 
of the company- with which the customer usually comes in 
contact. Whereas, in a service producing company, the 
situation is that the customers are in.-contact with both 
’ the marketing and production functions•
Figure 6,5 Relationship between -production and
marketing in the 'provision of goods and 
services
Goods Services
Production
Marketing Marketing
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The .model fails--to reflect the . selling, function or 
personal marketing communication of those concerned with 
the provision of services, described as production in 
the present model* Gronroosfs model demonstrates that 
the selling function has to.be done in two different 
ways as shown in Figure 6.6. ,
Figure 6.6 Marketing function for services
One of these consists of the actions that have to be 
taken in order to make the market interested in the 
company and its offers: profile programme, price policy, 
physical situation, product range and so on. The 
other is a result of the interaction, idea - the service 
is not on the shelf.but is an activity created jointly 
by buyer and seller.
Another aspect of marketing is product design and 
Attoff (59) suggests product development should be 
looked upon as encompassing all of the resources - 
people, plants, office machinery and other physical 
objects and extra services - through which the service 
is being made available to the consumer. Further, 
that is concerned with improving the availability 
system which includes the behaviour of the staff in 
contact with the guest. This relates closely to the 
nature of service discussed in Chapter 2.
From this approach. A±±off suggests .that the 
relationship.hetween production (i.e..the carrying out of 
core services) is as illustrated in Figure 6.7*
Figure 6•7 Production role in services
Gronroos (60) also emphasises that:
"The consumer are actively taking part in shaping the 
service offering, i.e. in product developments This is 
due to the production/consumption interaction, which is 
characteristic of the service industries, and to the fact 
that several consumers and/or potential customers 
simultaneously are on the same spot either consuming, 
purchasing or planning to purchase the service. The 
consumers influence both the accessibility of a service 
and the communication about the service, and their 
influence can be either desireable or undesireable.
This concept helps to differentiate between the 
responsibilities in a market orientated service 
organisation between the marketing and service operations 
functions, where they both exist. In the area of sales 
promotion the marketing functions.responsibility will be 
mainly with generating new business and service operations 
with increasing repeat business. In service development 
it will be a wider function responsibility with the 
conszimers being actively involved. There is also a need 
to establish a system of monitoring consumer satisfaction 
that can be used by both functions. Another area 
identified was the overlap between market segments.
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Juran (61.) suggests how service industries design 
service quality for human beings.who exhibit a wide 
spectrum of needs and likes by such methods as:
"1) meeting a range of choice;
2) providing a modular system which permits the
user to direct the system in accordance with 
his special needs;
3) providing assistance to meet the residue of ’to
order’ needs which the engineered system 
cannot provide directly to the consume r,f.
These methods are often appropriate but care must be taken 
to ensure that where users remain a part of the service 
system for some1 time whilst consuming the service, the 
market segments which are not complementary are kept apart. 
The difficulty of eliminating the quality filtering 
mechanism caused by the simultaneity of production and 
marketing will be examined later.
6.5 SERVICE OPERATIONS IN CONTEXT OE QUALITY OE 
SERVICE
6.5.1 Introduction
From the examination of functions in the previous three 
sections it is possible to identify what needs to he taken 
into account in a model for the quality of service• This 
needs to he different from that for manufacturing, to 
focus on the function of service operations, incorporate 
the marketing and personnel and training functions which 
are the responsibility of line service operations, and 
clarify the supporting role required from specialist 
functions.
Service operations are concerned with providing an 
intangible core, viewed as capable of satisfying a want 
through a set of activities which enable the customer to 
interact with the organisation at all stages in the '
consumption of the offering. . To.satisfy"this want 
the quality of.the service is a combination of 
predictors and characteristics, on which an individual 
assesses- satisfaction or likely satisfaction each time 
it is used or considered for a particular purpose, 
based on his or her own set of values.
Lalonde.& Zinser (62) identify three concepts of customer 
service, which suggest three concepts of service:
1) customer service as an activity;. .........
2) customer service as a set of target performance 
levels; . . . .
3) customer service as a set of strategies.'
/
6.5*2 Service as an activity
Service as an activity appears to be when an 
organisation sets out to offer services without defining 
a set of performance levels or a set of strategies.
This approach is probably the most common in service 
industries.
latzko (63) in a definition of quality control to 
banking identifies two operational functions: design 
quality and production quality. Design quality, he 
suggests involves specific procedures, programmes that 
make a product or service saleable. Production quality 
attempts to make sure that production quality meets 
design quality to the fullest degree.
The first function appears to embrace both the design of 
service quality and the design of the service process.
The second function appears to embrace the operation of 
the service process, and the operation of a ’service 
righting mechanism’.
In discussing the evaluation of service, .Juran (64) 
distinguishes between two different kinds of 
confromance:
"Internal conformance relates to those aspects of the 
service company’s operations which cannot be sensed by 
the clientele! (e.g. quality of fuel).
Other aspects of service company operation can he sensed 
by the consumer.
This interrelationship between internal and external 
conformance requires that the review of internal 
conformance not to he limited to that carried out by 
departmental supervision".
Juran (65) suggests that for internal conformance, the 
measures of quality have much in common with the well- 
known measures widely used in the control of 
manufacturing processes, but that the external 
conformance is more complex due to the abstract-nature of 
some of the qualities and due to the subjective 
reactions of consumers. Measurements can include: the 
cross section of consumer complaints and claims and 
through solicitation of consumer comments; and 
independent audits.
Campbell-Smith (66) suggests that an individual owner 
will find it difficult to stand outside his own 
restaurant and view it as a customer and suggests he 
persuade the national or local catering association to 
provide a quality control service in respect of the 
restaurants in the area.
When customer service is perceived as an activity there 
is a need for those involved in operations to 
understand the separate functions (service quality 
design, service process design, service operations and 
a service righting mechanism) so that they can 
-understand their role. Further to understand the con­
tribution of the marketing, and personnel and training
functions in the development of the service; and in the 
design of the process and controls for providing the 
service. Finally, operations role in the day to day 
control of service quality. 24
Top^often operational departments tend to concentrate on 
day to day control of the service process neglecting the 
importance of the design of the service and the design 
of the service process.
6.5.3 Service operations as a set of performance 
targeis
Adam et al (67) appear to favour the concept of target 
performance levels and judge a service as the degree to 
which a product or service conforms to a set of 
predetermined standards related to the characteristics 
that determine its value in the marketplace and its 
performance of the function for which it was designed.
Sasser et al (68) also favour target performance levels 
and suggest that managing a service operation requires 
that the manager understand the sery&e concept, service 
delivery system and service levels. An overall 
approach is given in Figure 6*8.
Figure 6.8 Sequence of service firm delivery system
This model appears to take into account all the 
organisation variables identified in Chapter 5, but 
fails to recognise the impact the consumer as a human 
variable can have within the service system. More . 
detailed models for establishing service levels and for 
a service system are given in Figures 6.9 and 6.10.
Figure 6.9 Consumer model for establishing service 
levels
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The model for establishing service levels although 
based on the service level approach introduces the 
concept of the consumers perception but seems to 
suggest that this has no impact on the service system.
A further limitation is that it appears that the 
offering can only be a human, when indicating offering 
of Server A attributes.
The service environment appears to imply that the 
service can be borne by non-humans, but still excludes 
the consumer as an input to the system, and dees not 
therefore, take into account the interaction between 
the user and the service svsoem.
Figure 6.10 Operating characteristics in a service 
environment.........  ...
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Sasser et al (69) suggests that "the manger faces a 
number of problems in maintaining service levels:
1) It is difficult to measure service levels because 
it is determined by the perception of the 
consumer, which may he different than managements 
perception.
2) Services are usually produced and consumed
simultaneously, so quality must be designed into 
the delivery system rather than inspected in.
3) Services are labour intensive, often decentralised7 9
and the human server is seen as part of the 
service level.
4) The delivery system can influence the consumers’ 
perception.
Sasser et al (70) suggests ways of overcoming these 
problems, for example, the way service level can be 
designed into the system rather than achieved by 
inspection:
" ... a quality hotel that found numerous..complaints about small oversights in making up rooms. Guests 
reported- oversights: missing water glasses, and 
stationery, televisions not in working order, and 
burned out light bulbs. The causes of these problems 
were debated by management ...
The solutions came from carefully,analyzing all the 
steps necessary to make up a room. There was, in fact, 
a logical sequence of steps that minimized the effort. 
This sequence was taught to the housekeepers who 
enthusiastically accepted 'it as being a logical way to 
make their jobs easier* As the standard sequence was 
better and more consistent quality a happier workforce, 
and less emphasis on ’inspection’ to achieve higher 
quality".
This relates closely to the teachings of ZD ’Zero defects’ 
already discussed. These problems do, however, 
underline the difficulties, of adopting a target level of 
performance when it is difficult to inspect the output of 
the bearers of a service and when the consumer 
interacted with the provider on an on-going basis.
Wilson (71) suggests a rather different kind of model
which sets out the fundamental elements of a service 
system, the interaction between personal and physical 
bearers of a service, the service and the client - a 
simplified form of strategy (Figure 6.11).
Figure 6.11- Fundamental elements of a service system
6.5.4 Service as a set of strategies
V
From this he suggests a global system of a service 
business is as shown in Figure 6.12 This recognises 
the visible and invisible parts of the organisation, and 
that a variety of services are normally offered from a 
single organisation. It still excludes the client' from 
being an integral part of the organisation.
Figure 6.12 The global system of the service business.
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Christopher et al (72) suggest that customer service as 
a set of performance standards is an unsatisfying concept 
and appear to perceive customer service as a set of 
strategies, the third concept identified hy lalond et al:
"Customer service is foremost a process by which orders 
are filled. The nature of the process 'links two 
organisations together through the functional activities 
involved. As a process it takes on the characteristics 
of an inter-organisational system linking supplier and 
customer together. The essential characteristics of the 
system is the management of variety. Customer service 
management involves decisions,about whether to absorb 
variety or to shift elsewhere. With absorption? there 
is a decision about how and where to manage it within the 
organisation. Variety then determines the structure and 
the requirements for inter-organisational co-ordination.
Customer service is a link in a chain between buyer and 
seller. It is also one of the series of links between 
stages in a marketing channel".
This concept links closely to the dimensions of ■ 
experience and process identified in earlier chapters. 
Christopher et al (73) develop the concept in suggesting 
service is a process of meeting the customers prior 
expectations, and that service becomes acceptable as 
long as these terms are met and there are no better 
alternatives that are called to his attention. Service 
fails, they suggest, when performance lags behind 
expectations•
Christopher et al (74) also stresses:
"Service is multi-dimensional, and customers may respond 
to different dimensions in dealing with the unique 
problems that they face within their own systems.
Customer service also tends to be reactive. It does not 
include 'sales, but serves to maintain or enlarge sales of 
purchases hy previously acquired customers".
From this it can be seen that a model is required that 
perceives service as a process, that provides for the 
unique problems -of individuals and embraces many of the 
marketing activities.
Christopher et al (75) indicate that Lalonde et al have 
identified three elements in the process of customer 
service: pre transaction; transaction; and post 
transaction* In order to maintain a matching function 
during the process it is clear that communication needs 
to.be maintained, during each of these.elements•
Christopher et al (76) when examining a related area of 
customer service, point to the link between the supplier 
and the customer. They suggest customer service is a 
matching function between supplier and customer, which 
requires a system to provide a continuing link between 
the time that the order is placed and the goods are 
received with the objectives of satisfying customers in 
the long term. Further that the nature of the process 
makes customer service into both a processing system and 
a communication network.
This approach which focuses on the interface between 
supplier and customer reinforces the importance of the 
service demand as a central part of the system. The 
following extract underlines this point as well as the 
complexity of the interactions concerned with quality:
"Within the supplier firm, customer service is involved 
with a broad set of functional activities extending 
across the organisation. In its boundary spanning 
role, it links the systems of customers and suppliers" 
(77).
Some further work by Adam et al (78) on the models 
developed from manufacturing already examined earlier in 
the chapter give some clues on how the model could be 
developed for service activities* The model suggests 
that the demand for service is the ’raw throughput’ to 
a system (Figure 6.13).
Nightingale (79) in developing a model for service 
productivity includes a similar concept of throughput 
with customers with expectations and money as ’raw
Figure 6.13 Social/technical system elements
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throughput* and satisfied and dissatisfied customers as 
the ’converted throughput’ (Figure 6.14).
Figure 6.14 Service productivity model
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Adam et al (80) in an application of the throughput and 
conversion process for service industries, gives an 
example of cheque processing (Figure 6.15).
Figure 6.15 Systems boundaries for check processing
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This part of the service process excludes the consumer 
and makes it difficult to evaluate its usefulness if the 
throughput is an individual seeking a service.
Pickworth (81) has developed a model applied to the 
eating experience which has as its input a human -seeking 
satisfaction and incorporates the interaction of the 
consumer with the service system (Figure 6.16).
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From this examination of models it appears that a model 
needs to include the following factors:
1 ) interaction with external environment;
2) the inputs of the demand for service, materials 
and personnel;
3 ) design of service;
4) design of the service process;
5) provision of service process (conversion of 
demand for service);
6) provision of a ’service righting mechanism’;
7) policy on quality;
8) translation of policy into operational activitie 
(including where appropriate, inspection and 
testing);
9) complexity of the interaction of variables.
/
Two models evolved during the research to embrace these 
factors. The first (Figure 6.17) devolved from Adam et 
al’s model (Figure 6.4) and has added the customers 
seeking satisfaction as an input and the satisfied and 
dis-satisfied customers as an output. A number of 
adjustments have also been made to the primary factors 
and organisational variables to take into account the 
nature of service organisations. It also excludes an 
inspection and testing activity between the consumer 
and the service system. It does not include quality 
policy or the role of general management, which is now 
examined.'
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.6.6 QUALITY OF SERVICE IN CONTEXT OF GENERAL MANAGEMENT
It has already been shown that the three functions: 
service operations; personnel and training; and marketing 
' have a role in the quality function. General management 
are responsible for co-ordinating these functions and for 
this reason general management has an important role in 
the quality function.
The importance of this is hinted at by Balin (82) when he 
states:
"But naturally, every time that a certain number of 
functional departments in the company must co-operate to 
acieve a final common aim - integrated quality control in 
our case - the establishment of a co-ordination and 
control system is absolutely essential to ensure that 
each particular aim is satisfactorily achieved".
Christopher et al (83) also stress the importance of an 
integrated system:
"Management of customer service and even more important 
the development of customer service strategy must deal 
with the problem as an integrated system. Decision to 
change one element must take into account the system 
impacts".
and emphasise the need to recognise the decisions in one 
area can have an impact on others. The real crux of the 
management of service quality is identified in the 
following statement by Christopher et al (84):
"Co-ordination of customer service could be significantly 
improved if central management control could be 
established. This, however, is not likely to take place 
without sponsorship from the highest levels of management 
Customer service involves co-ordination with so many 
■functional areas inside the company that effective
management does not. appear possible as a lateral or co-operative control alone. The absence of a customer 
service strategy shifts decision-making downward to lower 
levels in the organisation, each of which will determine 
their own standards with only limited co-ordination with 
other areas",
Shaw (85) also argues that:
"A management process must maintain links with overall 
goals and objectives of the organisation"•
Christopher et al (86) also point to the need to 
distinguish between short and long term goals and where 
the responsibilities should rest:
"Short term objectives should he directed to the 
reduction of friction within the system to the customer 
reducing the problems of co-ordination and re-ordering to 
minimal levels. In the long run, service is an effort 
to deal with the system, to reduce system costs, possibly 
through changes in system design".
Any system needs to provide for both of these. Shaw (87) 
stresses:
" ... easy to illustrate how policies directed towards 
quality of service and productivity of people have a 
greater‘impact on competitive service than other areas of 
management".
Shaw (88) suggests:
"Part of the answer we submit, lies in failure to form a 
bridge, through the commitment, between the settling of 
policies and the delivery of services".
A useful concept to integrate the functions is the 
customer service ’mission* developed by Christopher et 
al (89). A mission in this context is a set of goals to 
be achieved by the service system within a specific market 
context. This cuts across traditional functions as the 
'successful achievement of mission goals involves inputs 
from a large number of functional areas and activity 
centres»
A model for services developed from Christopher et al’s 
model is given in Pigure 6.18.
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..Figure 6.18 Customer service mission of services
Missions Fzinctions
06
bO 0  CQ OQ
i—I pI Pl Pl Pl 50
0 LO •H ft O o Pl
PI Pi CQ H  ft f t  *H •H
Pi *H o3 ft Pl ft ft
O rf n ,-P a5: O ctf 0
cq f t o Pl Pi f t  Pl ' ft
Pl cfl h O 0 f t  0 Pl0 Pi p Pi f t Pi f t ctf
Pm -p Ph ft o CO O S
Objectives
Christopher et al (90) stress that:
"In order that the differing service needs of each 
mission" can be met in the most cost-effective way, the 
right balance of inputs must be devised. Clearly a 
prime requirement is that at the outset the missions and 
their objectives must be defined and also the cost 
constraints within which they-must be achieved. Only hy 
establishing a framework--such as this will it be possible 
to structure the company’s operations around the goal of 
cost-effective customer service provision.
Shaw (91) argues:
"Of course, a management policy, which leads to or 
provides for an integrated system of management is not the 
only set of policies a service organisation requires to 
he successful. Other policies will exist in such areas 
as marketing, human resources, financial control and 
quality control. The point is that policy shozild also 
be established to assure the quality-prodzictivity 
connection is made".
The nature of the quality of service, the organisation 
variables that impact on quality and the management 
functions concerned with quality have now heen examined* 
All of this introduces a very complex model which is set 
out in Figure 6.19*
Such a complex model means that there is a risk that any 
energy devoted to improving quality could he dissipated. 
For this reason it is important that quality management 
should "be set within the priorities of the organisation.
A study hy McKinsey’s (92) gives some indicators of how 
this should be approached. This study identifies eight 
common attributes of companies that are often used; as 
examples of well run organisations gives some insight
into the areas that need consideration* The eight
/
attributes are:
1) A bias towards action.
2) Simple form and lean staff.
3) Continued contact with customers.
4) Productivity improvement via people.
5) Operational autonomy to encourage entrepreneurship
6) Stress on one key business value.
7) Emphasis on doing what they know best.
8) Simultaneous loose-tight controls.
Christopher et al (93) identify three attributes which 
they suggest are required for customer service to be 
effective they reemphasise attributes 2 , 3 & 8 above:
,f1) Organisational structure capable of achieving
functional co-ordination under centralised control
2) Explicit customer service strategy with coherence 
among all the functional elements with measureable 
standards of performance.
3) An information system for measurement and control 
of the service process to ensure standards 
established will he achieved and that deviations 
will be recognised in time for corrective a,ctionn,
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Shaw (94) when discussing quality and productivity focus 
on three specific elements - an integrated system of 
management: organisational design; management control; 
and operations control, reinforcing attributes 2 , 4 & 8. .
None of this implies'that there is a universal 
management style. - This as Wellens suggests (95) should 
be based on the culture in which the organisation 
operates•
6.7 CONCLUSIONS ON MANAGEMENT FUNCTIONS
From this examination of the management functions 
concerned with quality the following conclusions are 
drawn. w
6.7.1 Quality function
An organisation concerned about the quality function 
needs to:
- have a planned and systematic pattern of the means and 
the activities designed to provide adequate confidence
that service will provide satisfaction and meet 
contracted and jurisdictional requirements;
- have a quality policy which is appropriate to the 
nature of the environment and the scope and skill of 
the organisation;
- adopt a suitable approach to maintaining quality for 
example, as an activity, a set of target performance 
levels or a set of strategies, dependent upon the 
nature of the environment;
- recognise that quality assurance is a combination of 
partial functions concerned with potential quality 
(design of service and design of service process) and 
the achievement of quality (service process and service
righting mechanism), and that potential quality and 
achievement of potential quality can he affected "by 
technical and behavioural factors within organisation 
and from the environment;
- determine the controllables to control these factors such 
as design of service process, selection, training, 
supervision, communication, peer relationships, rewards 
qualitative, and quantative;
- delegate responsibility for these controllables to the 
appropriate function or functions including general 
management, service operations, marketing, personnel and 
training, and purchasing;
- determine ways of measuring and' controlling inputs, 
outputs, and overall customer satisfaction (e.g. 
inspection, auditing and testing) and to recognise the 
responsibility of those in the front line where quality 
filtering mechanisms are inappropriate.
6.7.2 Role of general management
Those in general managemnt of an organisation should be
responsible for:
- setting clear policies, goals, and objectives (short and 
long term) in line with the environment;
adopting a key business value concerned with customer 
• satisfaction;
- translating these policies into service delivery 
transactions;
- co-ordinating and integrating the activities of the 
separate functions to meet the needs of each market 
segment, possibly by the ’mission1 concept;
- designing and monitoring quality input and output 
feedback systems within an overall loose-tight control 
sjT -stem ;
- maintaining a simple and lean organisation'structure;
- delegating functional responsibility for the stages of 
quality assurance (design of service, design of service 
process, service system operations, and service righting 
mechanism);
- maintaining contact with a representative sample of 
customers;
- delegating responsibility to trading units and 
departments and involving personnel in any quality 
improvement programme;
- taking actions which emphasise general management’s 
recognition of the importance of quality.
6.7.3 Role of service operations
The line service operations shozild be responsible for:
- satisfying the customers wants through a set of activities 
which enable the customer to interact with the serviee 
system;
- contributing with marketing to the development and
/design of service;
- designing and developing the service process;
- managing the service process bearing the service offering. 
This to include the following activities: sales promotion 
through repeat business, communication, monitoring inputs 
and outputs, selection of materials and staff, motivation, 
training and development;
- providing a service righting mechanism for maintaining 
customer satisfaction.
6 • 7.4* Role of marketing
Those in marketing should be responsible for:
- identifying market segment needs and conflicts;
- contributing with service operations in the development 
and design of services;
- promoting services mainly to new consumers by shaping 
expectations or indicating that the services are designed 
to respond to expectations;
- monitoring overall czistomer satisfaction.
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6.7.5 Role of personnel and training
Shose in personnel and training are particularly concerned
with, the human variable and structure and should he 
responsible for:
- designing management and organisation development 
programmes which include quality assurance;
- designing systems for communicating goals, values and 
technical know how;
- developing styles of management which generate 
motivation;
-~ providing- basic training in the nature of the quality 
function;
- developing specialists trained to carry out diagnosis 
for quality improvement when required;
- ensuring all training programmes provided are consumer- 
centred, which develops an awareness of the need to meet 
customers expectations.
2
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CHAPTER 7 RESEARCH HYPOTHESIS AND TEST
7.1 HYPOTHESIS
Prom the study of the nature of service' and quality, the 
nature of the services of the hospitality industry, 
organisation variables and management functions the 
following summary of conclusions are drawn:
1) When a consumer is seeking satisfaction for a 
particular purpose from services provided by the 
hospitality industry the expectations to meet this 
intangible need is an experiential one.
2) The consumer will measure satisfaction by 
assessing a combination of predictors and 
characteristics based on his or her own set of 
values.
3) The services would be available within the service 
system offered by both human and non-human 
bearers.
4) Policymakers affect the quality of the service 
offered based on their perceptions of what 
represents quality service and the policies and the 
kind of organisation they adopt and the decisions 
and actions they take.
5) Human-bearers affect the quality of the service 
offered based on their perceptions of what 
represents quality service,, the availability of 
resources to achieve this quality and their 
commitment to achieve quality.
The following hypothesis developed from these conclusions:
.Quality of hotel and catering services is most 
effectively maintained, when both those responsible for 
policy making and implementation of such services are 
able to perceive the key dimensions used by the 
customers themselves in their evaluation of the 
services and when those implementing have the 
mechanisms for taking action to ensure that when these 
key dimensions are met.
7.2 CONDITIONS AND TECHNIQUES FOR TESTING HYPOTHESIS
During the literature survey, it became apparant that 
because of the complexity of the research topic that it 
would be essential to obtain the strong support of top 
management, where the test was conducted and that the 
conditions under which it could be successfully tested 
would need to enable the researcher to:
1 ) take both an analytical and holistic approach of 
the topic under review;
2) make both a social and technical analysis of the 
field of activities under review;
3) link and combine qualatitive and quantative 
research;
4) ensure commitment by drawing on the knowledge that 
exists within the minds of those closely involved;
5) adopt structured procedures which create an 
atmosphere of openess and thought;
6) determine the characteristics which are important 
to user and provider of hotel and catering services
7) determine and compare the opinions of both 
individual and groups of users and providers;
8) avoid conditioning the responses of respondents;
9) reduce the influence of the researcher’s opinion.
The hypothesis is in two parts and. it .soon became clear 
that different techniques would he required for each part, 
although it was recognised that these would need to he 
linked in some way to fully test the hypothesis.
One technique was required to determine the perceptions 
of the consumers and compare these with those responsible 
for policy making and the implementation of service.
The second technique was required to help those 
implementing, to take action to ensure that the key 
dimension of the customers expectations were met.
7.3 TECHNIQUES EOR MEASURING- AND COMPARING CUSTOMERS’ 
PERCEPTIONS
Reference has already been made to the difficulties of 
applying without due care techniques originally designed 
for manufacturing industries to service industries. One 
particular problem is that the product of a service 
industry is not normally specified in the same way as in 
a manufacturing industry, indeed it can be argued that 
this would be inappropriate.
For this reason it is anticipated difficulties may occur 
in determing what data be made available in the second 
part of testing the hypthesis. In manufacturing 
industries data for quality improvement may arise from 
customer complaints, quality control feedback or 
management information. It is possible that this 
information may be misleading in service industries as it 
is believed by the researcher that part of the difficulty 
over quality is that those closely involved are limited to 
their perceptions of what is important to the customer or 
may in fact see this as being in conflict with their own 
value, system. A number of studies included in the' 
literature survey suggest that personal construct theory 
and the technique of repertory grid may be a practical 
technique to be used.
Personal construct theory conceived hy Kelly (1) is 
concerned with understanding how the similarities and 
differences which individuals conceive and perceive the 
world evolve and why individuals may respond differently 
to the same event.
Honikman (2) indicates the value of applying personal 
construct theory and repertory grid technque in an 
approach to architectural and enviromental design. The 
reaons for this are that the approach meets the 
following criteria:
1 ) to deal with the relationship between physical 
characteristics of an environment and the 
personal structure of evaluation hy which it is
. assessed;
2) to deal with the environment as a cohesive whole 
and component parts should be considered within the 
total context;
3) to allow the informants to operate in surveys in 
their own personal and unique manner.
Christopher et al (3) make reference to having used with 
some success a method known as repertory grid in a study 
of customer service. In discussing how to evaluate- 
customer service they stress that it is important to 
ascertain the key dimensions used by the customers 
themselves on their evaluation of customer service rather 
than what we, the survey designers, consider the key 
dimension to be. They suggest:
"The ideal approach to designing customer survey tools is 
*ko begin by collecting from a limited sample of customers 
^heir own Vocabulary1 of evaluative constructs concerning 
Customer service. In. other words what are the issues that they 
they see as important in the context of czistomer service 
in their own language?"
Thomas (4) suggests that personal construct theory 
provides a comprehensive approach to determining an 
appreciation of the consumers needs- he states:
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"Most importantly there seems to be a clear indication 
that we should begin to make greater use of complex 
analytical and computational tools now available to us to 
examine our customers’ "views of the world" in greater 
detail. •’Attitude’, one of the keystones of modern 
marketing, is felt to be too narrow a concept, especially 
•in view of marketers needs for diagnostic tools which 
will identify those ultimate elements of products and 
messages'which affect behaviour". :
Harmar-Brown (5) whilst recognising that personal 
construct theory can make a contribution to advertising 
studies, also stresses that repertory grid techniques 
have been applied in areas of marketing to which it is 
unsuitable such as categorising a market product, simply 
because the techniques are objective, scientific, and 
statistically respectable.
Chisnall (6) also stresses that repertory grid technique 
has severe limitations as a tool of marketing analysis, 
although he concedes there is a need for further, 
practical use. Harmar-Brown (7) gives a clue that the 
reason it may not have been successful is because the 
technique has been applied ignoring the personal 
construct theory on which it is based.
Slater (8) in summarising a.repertory grid study by 
Riley and Palmer of perceptions of holiday resorts 
indicates the pay off to extending.this ’qualitative* 
technique into the quantative area. This stresses that 
repertory grid can-embrace both qualitative and 
quantitative stages.
A survey of a number of applications of personal 
construct theory suggest it has practical applications in 
a number of fields,-which deal with similar problems as 
those of this-study.
Riley and Palmer (9) carried out a project with a view to 
informing the policy and decision making of the management 
of a resort of the attitudes of individuals to selected 
resorts. . The project first identified the characteristics 
which each respondent associated with each resort. From 
this information for each respondent was pooled to describe 
the perceptions in the researchers1 words of a hypothetical 
average person. From this it was possible not only to 
gain a picture of the perceived characteristics associated 
with each resort but also to identify groups of resorts 
with similar perceived characteristics. Also identified 
a common set of principal components.
Riley and Palmer (10) also discuss the wisdom of pooling 
the actual perceptions of individuals. They suggest 
that to analyse each grid separately generates additional 
problems, as the common frame of reference.provided by the 
common set of principal components is lost. Two approaches 
for pooling are suggested. The first is only to pool the 
grids of those who seem fairly similar to each other. The 
second is to include all the grids and to indicate the' 
distorting or strains which occur if particular groups or 
individuals are considered. Riley and Palmer (11) prefer 
the latter. One difficulty referred to but not fully 
answered is the fact that the constructs even if the same 
words are used are not the same for each person.
In another study commissiones by the English Tourist Board 
(1 2 ) on accommodation choice criteria a repertory grid 
technique was used. The study attempts to look objectively 
through the eyes of members of the public at the process 
leading to the choice and purchase of holiday accommodation, 
establishing not only a list of information elements which 
are considered important hut also, more importantly, the 
relative, importance of these elements, and the Ttrade off1 
of one against the another.
The findings give a clear indication that the cost of 
accommodation emerged.as the most important single item 
of information to help holidaymakers in their selection 
of serviced accommodation. This was followed by a 
number of the characteristics that were perceived as 
being important, when compared one with another.
Hudson (13) also used the technique in a study of the 
retailing environment in which students images of shops, 
knowledge of shopping environment and shopping behaviour . 
were examined.
The findings indicated the frequency with which people 
mentioned specific shop attributes'as.a basis for their 
personal discrimination between shops-. From this 
rankings.of shop attributes in terms of their perceived 
importance in shop chice were given.
Honikman (14) in the study concerned with architectural 
and environmental design, examines ways in which living 
rooms are construed and the relationships between the 
physical terms a designer controls and the patterns of 
personal evaluation of the people who used the designs.
This study as well as identifying important ideas 
(superordinate constructs) also identified indicators 
(subordinate constructs) which give tangible expression to 
those important ideas. The.technique used is known as 
Hinkle’s laddering technique. The study not only 
indicates that repertory grid can be used by the 
providers of a service.to put themselves in the shoes of 
the user, it also suggested that by using the technique 
in training the provider would become more sensitive to 
the ideas that the.needs of the user may be rather 
different than those assummed by the provider.
Another study by Simons (15) although in an unrelated 
field indicated how personal construct theory can help to 
identify and understand conflicts in value systems. This
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study identified a confrontation "between two construct 
systems experienced "by indigenous midwives in Java. One 
construing system underlying the family planning 
programme and the other construing system typical of the 
village in which they reside. Disappointing results of 
the family planning programme appear to he related to the 
conflict of beliefs and values, between the programme and 
the village, the latter proving to he the stronger.
The variety of applications and the possibility of 
comparing different value systems suggested that this was 
an appropriate way of measuring customers’ perceptions 
and comparing these with policy makers and those responsibl 
responsible for providing a service. A way which 
describes a kind of template through which an Individual 
sees the world.
/
7.4 TECHNIQUE TO BE USED AS A QUALITY-IMPROVEMENT 
ACTION MECHANISM BY SERVICE PERSONNEL
Three alternative and related techniques were considered, 
an in-company quality improvement programme, quality 
circles 'and an approach developed for measuring the 
quality dimension of service productivity.
The in-company improvement programme used by ITT is based 
on the Zero defects (ZD) approach already referred to-. This 
approach was originally conceived.in the American aerospace 
industry to shorten the production period for missiles. Its 
potential as a way to raise productivity was recognised 
by the .Japanese. Gregory (16) describes the ZD 
technique as being concerned with producing a perfect 
product.with no intermediate defects requiring correction 
and which is delivered to the customer at the apppointed 
time.
The key emphasis of the approach is an analysis of the 
work process by groups of workers actually involved in 
the process to determine how error can be eliminated or 
avoided, rather than how it can he detected and
sets out a fourteen step- programme adopted 
ITT including the Sheraton Hotels Division 
for quality improvement. A programme of this kind, 
Crosby (18) emphasises, must be implemented according to 
a plan over a long period of time as it requires a 
1 culture change1. . The style of the approach is not 
dissimiliar to some of the motivational programmes 
adopted by American companies, although Crosby emphasises 
it is quite different*
More recently another approach appears to have evolved 
from the ZD approach, this is ’Quality Circle’ approach 
and this has in the last two or three years been adopted 
by a number of British companies including a number 
associated with quality,such as Rolls Royce and Marks 
and Spencers. Hutchins (19) suggests that the dramatic 
growth in the use of the technique is because ''it offers 
a path to higher productivity, higher product quality and 
more harmonious labour relations. He further suggests 
the reason the technique has been more successful than 
many others is because it involves people.
Adam et al (20) in a study concerned with measurement of 
quality, and not as'they stress its enhancement, propose 
a complex approach for .establishing multi-dimensional 
constructs for measuring the quality dimension of service 
productivity. This approach has been tested with a 
number of American banks and proved to be successful.
Although the overall approach is rather complex, it does 
include a number of techniques concerned with the analysis 
of socio-technical- systems and generating ideas by the 
nominal group method, which may. be.of value to the 
researcher. It also draws.attention to'the importance 
when involving management to distinguish between the 
contribution that can be made by policy makers and by 
those responsible for the daily operation.
Crosby ( 1 7 ) ,  in describing the in-company approach,
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These approaches meet several of the-criteria suggested 
and.have been applied to service industries, although it 
should be emphasised that they were originally developed 
for the manufacturing industries, where the specifications 
for products are normally more clearly defined.
The steps in the three approaches already discussed are 
compared in Table 7.1. The approach set out by Hutchins 
(2 1) seems to provide the most appropriate framework for 
the research study.
The reasons for this are that it is a simpler approach, 
encourages more involvement of those concerned with 
implementing standards and provides the apportunity for 
the approach to be tested in one or two units rather than 
requiring an overall company approach, although.some 
refinements are required.
7.5 RESEARCH STUDY TEST
The two techniques were then combined into a two phased 
test comprising of the following steps:
Phase 1
1) Obtain top management commitment and agreement.
2) Determine customers’ and providers’ perceptions.
3) Compare perceptions.
Phase 2
4) Form trial quality circles.
5) Collect data.
6) Select a problem.
7) Conduct cause/ind effect analysis.
8) Select a solution.
9) Present findings to management.
10) Management action.
11) Review value of approach.
Brief details of each step follow:
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1 Obtain top management commitment and agreement:
commitment in.principle and agreement to approach; 
agreement to potential benefits or uses of research; 
commitment to resources required particularly time;
selection of two units and two departments to he 
involved;
appointment of a facilitator.
2 Determine customers’and personnels’ perceptions:
select and approach random sample of customers; 
from one market segment and arrange interviews; 
approach senior staff to arrange interviews; 
approach personnel to arrange interviews as set 
out in Table 7.2>
/
3 Qcmi'pare perceptions:
interpret meaning of personal constructs; 
pool interpretations for customers, senior 
management and personnel; 
compare perceptions.'
4 Dorm trial quality circles:
invite volunteers from departments; 
select members of quality circles; 
appoint quality circle leaders; 
hold first meeting and explain approach.
3 Collect data:
hold meeting to agree data to be collected by 
members;
gather data for presentation to the group.
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6 Select a problem:
consider data and rankings of individuals; 
select problem by ranking process.
7 Conduct cause and effect analysis:
set target for achievement; 
construct cause and effect diagram; 
investiage validity of causes.
8 Select a solution:
generate potential solutions (brainstorming, nominal
group method);
select realistic solution.
/
9 Present findings to management:
summarise findings; 
recommend solution.
10 Management action:
accept and implement or 
reject and explain.
11 Review value of approach:
monitor changes in customer feedback; 
record views of management; 
record attitudes of staff.
Agreement was reached with Commonwealth Holiday Inns of 
Canada to test the hypothesis following the steps outlined 
in the Holiday Inn, Swiss Cottage. The hypothesis was 
tested, in between February and July and the outcome is 
described in the next chapter.
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8.1 INTRODUCTION
This chapter describes the detail of how the hypothesis, 
was tested,. The test was conducted at.the Holiday Inn, 
Swiss Cottage between February -and July. The chapter 
describes the detailed findings of the application of 
personal construct theory in determining peoples’ 
perceptions of quality and the.application of the quality 
circle technique. In ,the first part the .researcher 
conducted the interviews and in the second part the 
researcher took on the role of facilitator and observer.
8.2 DIMENSIONS USED BY CUSTOMERS IN THEIR EVALUATION OE 
SERVICES'-
To ascertain the. dimensions used by customers in their
evaluation of services the research study proposed a
sample of 24 people from one market segment. The
largest market segment of customers in the hotel was the
business people segment and seventy business people
*selected on a random basis from the arrivals list for a 
fortnight period were invited by a letter from the general 
manager presented on arrival to participate (Appendix 1).
The response rate to these invitations was.20 per cent.
This generated .a sample of fourteen people, less than the 
twenty-four required.
The response rate of between 30 per cent and 40 per cent 
had heen expected and the reasons for a lower response
rate are not clear. Although it is probable that they
include the following:
1 ) business man are unwilling or unable to spare an 
hour during a short visit;
2) businessman staying for one night find it particularly
difficult to contribute;
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3) the invitation to participate was made on arrival 
when guests are more concerned with other 
priorities;
4) when busjr the receptionist might forget to give 
the invitation;
5) the receptionist might, feel uneasy at encouraging 
guests to comment on the services;
6) some overseas guests might.not relish an in- 
depth interview in English.
The importance of each of these needs to he considered in 
any future approaches.
In order not to delay the establishment of the quality 
circles, it was decided to defer the remainder of the 
interviews until the quality circles had been established 
The.remainder of the interviews were conducted in late 
May.
A repertory grid technique was used in the interviews to 
determine the dimensions used by customers in evaluating 
services. At the beginning of eaoh interview the 
purpose of the overall study and the purpose of the 
interview and its structure was explained. The 
interview fell into five parts:
1 ) negiotating the purpose;
2) eliciting and agreeing the elements;
3) eliciting the constructs;
4) assigning the elements to the constructs;
5) interpreting the grid*
Each of these steps are described below:
1 Negiotating the purpose
This involved explaining the purpose of the interview was 
to determine the characteristics by which each customer 
evaluates their satisfaction with the activities and
experiences which are important to them whilst staying in the 
the hotel. In some cases this needed further 
clarification before moving on to the next stage.
2 Eliciting and agreeing the elements
This involved asking the customer to select from a list or 
suggest activites associated with their stay (Table 8*1)
They were asked to select these on the following basis:
the three most satisfying of activities and experiences 
which are important to you;
the three least satisfying of activities and experiences 
which are important to you;
three other activities or experiences which are 
important to you, which were neither particularly 
satisfying or dissatisfying;
during their stay. Customers were advised that they 
could add other activities to the list if these were 
considered important to the customer.
3 Eliciting the constructs
This involved asking the customer to compare three 
elements at a time. To. do this the customer was asked:
"With the thought of what gives you satisfaction in 
mind when staying in a hotel. What do two of the ~ - 
activities have in common, which at the same time is 
different from the third?"
Erom these comparisons bi-polar constructs evolve. When 
the interviewee began to repeat earlier constructs 
frequently, this stage of the interview was concluded.
Table 8.1 Possible activities or experiences
associated with your stay
Deciding where to stay 
Making a reservation 
Finding and getting to hotel 
Arriving at hotel and finding room
Contacting friends and acquaintances (using telephone)
Receiving messages
Working in roomDiscussing business in hotel
listening to the radio 
Watching TY 
Watching movies 
Entertaining friends 
Having a swim 
Keeping fit
Planning sightseeing or shopping 
Whiling away time
Having a rest 
Having a night's sleep 
Having a snack 
Having breakfast 
Having lunch 
Having dinner 
Having a drink
Having a bath/shower/wash 
Putting_on make up 
Having a shave 
Doing one's hair 
Keeping clothes fit to wear
Changing currency 
Making travel arrangements 
leaving the hotel
4 Assigning the elements to the constructs
The customer then assigned elements to.positions on each 
construct on a ranking basis of 1 to 5. Following this 
the customer was asked to take an overview and to rank on 
a 1 to 5 basis, using a construct■most satisfaction/least, 
satisfaction.
5 Interpreting the grid
The. gridcompleted, it was possible to interpret the 
individual meaning and significance of each construct. 
Those close in pattern to the overview being significant 
constructs. When there was time at the interview and 
findings were tested out with the interviewee. In Tables
8.2  and 8.3 are examples of the original summary of one 
interview and then the same information re-arranged to 
show on the top left hand side the characteristics this 
customer associates with satisfaction.
When the interviews were completed a number of ways of 
pooling the perceptions of individuals were tried. The 
first showed in separate tables the pattern of activities 
the customers associated with satisfaction (Tables 8.4 
and 8.5). From these tables it was possible to identify 
some patterns but they did not highlight sufficiently the 
areas that require attention.
In order to obtain a clearer picture of the level of 
importance of different activities the grids were further 
analysed to determine which activities had been selected 
as being important and the relative satisfaction with 
these services when provided. This information is given 
in Table 8.6.
A further development was to indicate in a single table 
the relative importance of the activities, the relative 
importance of the characteristics associated with quality 
and the areas where the present level of satisfaction 
needs attention. These are shown in Table 8.7.
Table 8.2 Raw repertory grid, for English
businessman living in Paris staying 
for one night
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Table 8.3 •Refined - repertory•grid for - English
businessman living in Paris staying 
for one night
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Efficient 1 . 1 2 3 2 1 5 5 5 Inefficient
Satisfying 1 1 2 4 2 1 4 5 5 Irritating
Easy 1 1 2 3 2 1 2 5 5 Difficult/
Guest controls 
time spent 1 1 2 -2 4 2 5 5 5
Hotel controls time 
spent
Do it yourself 1 1 2 2 3 3 5 5 5 Dependent, on others
Co-ordinated 1 1 2 4 2 1 4 5 5 Lack of co-ordination
Quality expected 1 1 1 2 1 1 5 4 4 Quality below expected
Cheap 1 3 1 3 1 1 3 3 3 Expensive
No need to 
communicate 1 1 2 1 3 5 5 3 5 Need to communicate
Inclusive 1 3 1 1 1 2 5 1 5 Additional cost
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Used from outside 5 5 5 5 3 .1 5 5 5 Used within premises
Table 8.4- Activities pool of business people associate
with satisfaction
Most satisfaction Least satisfaction
Having a nights sleep
(5)
Having a swim 
Having a bath/shower(3) 
Making reservation (3) 
Contacting friends 
Having dinner 
Arriving at hotel (2) 
Finding hotel 
Deciding where to stay
Having dinner (4) 
Leaving hotel (2) 
Listening to radio(2)
Having a shack (2)
Keeping clothes fit 
to wear
Watching movies (2)
Making contact with 
friends inside hotel
Weekend hostessing
Having a rest
Having drink in room
Being in room (temp 
control)
More satisfaction Satisfaction Less satisfaction
Arriving at hotel
Having breakfast
Having a swim (2)
.Having dinner
Contacting friends 
outside
Working in room (2)
Having a drink (2)
Getting to other 
places
Having a snack 
Family being in room 
Planning sightseeing 
Having bath/shower
Working in room (2) 
Keeping fit 
Having night’s sleep 
Doing one * s hair 
Having a hath
Putting on make up 
Having a drink 
Having breakfast (2)
Watching movies
Watching TV
Using shop
Deciding where to 
stay
Having lunch 
Parking car
Leaving hotel 
Having a snack (2) 
Discussing business 
Having breakfast 
Having a bath
Listening to radio 
Having a drink in bar
MB These based on initial sample of 14- people
Table 8.5 Characteristics pool of business people
associate with satisfaction
Most satisfaction Least satisfaction
Spacious(5) comfort(2) 
clean (2 ) colourful. ! 
elegant
Easy to use, do (3)
Well equipped,facilities 
required available
Available when 
required, efficient
Ability to put right 
quickly
Do it yourself, guest 
controls time, guest 
controls
Necessary, convenient 
Attentive, pleasant 
Wide choice ! 
-Similiar people 
Security, privacy • 
Value for money
Cramped,crowded restless 
drab dirty plastic
Difficult to do/use ;
Poorly equipped, facilities 
not available
Facilities not available 
when required
Inconvenient 
Abrupt, indifferent 
Limited choice
Not secure, public 
Cheap
More satisfaction Satisfaction Less satisfaction
Quiet(3) comfort, good 
ambience,, good lighting 
well maintained, 
spacious, bustling, 
live, business like
Easy "to use
Facilities required 
available (2 )
Do any time, available 
when required (3)
• Speed of service fast 
servic-e smooth service 
no delay no need to 
communicate
Information needed 
provided
Able to communicate(2)
Eelpful(3) friendly(3) unobtrusive service- .
Adequate choice (3)
Good value, cheap * 
quality expected
In room
Co ordinated
Food involved
Important . '
Pre visit/during visit
Outside hotel/inside 
hotel
Obligatory/optional
Spacious/cramped
Bustling/restful
Inclusive/additional
cost
Reasonable/expensive 
Public/private 
Personal/generai
Poor ambience, lack of 
space, shabby, noisy(2) 
dead, tourist like
Doesn't work Inconvenient 
Facility not available
Not available when 
required, dependent on 
others, others, control
No sense of urgency 
slow inefficient hold 
ups delay slow service
Lack of information 
left in ignorance
Difficult to communicate (2)
Unhelpful(3) cold(2) ~ 
unfriendly brusque
Inadequate choice (3) 
Poor value not value 
for money
Outside room
Unco ordinated
Food not involved 6 -7 
■ Unimportant . .
Table 8.6 Summary- of importance of activities and 
activities with which pool.or business 
people are less than satisfied
Percentage 
of sample 
who
selected 
experience 
as important
Percentage 
of sample 
less, than 
satisfied 
with
experience
% %
Having night’s sleep 82
Having breakfast 62 18
Using telephone 54 19
Having bath, shower, wash 54 8
Having' a snack 46 46
Having, dinner 46 31
Having drink 46 15
Making reservation 38 8
Arriving at hotel 38 x
Having a swim 31
Working in room 31
Watching movies 31 23
Watching TV 23 -
Car parking 23
Finding & getting to hotel 15 8
Receiving messages 15 8
Listening, to radio 15 15
Having rest during day 15 8
Leaving hotel 15 15
Being in room 15
Deciding where to stay 15
Week-end hostessing 8 8
Controlling room temperature 8 8
Cashing cheques 8 8
Discussing business 8 8
Entertaining friends 8
Keeping fit 8
Planning sightseeing 8
Whiling away time 8
Having lunch 8
Putting on make up 8 -
Doing hair 8
Keeping clothes fit to wear 8
NB Based on initial sample of 14 people
Table 8.7 Summary of importance and levels of
dissatisfaction to -pool of business people 
of the activities and characteristics of 
hotel services
Characteristics 
in order of 
importance
Activities 
in order of 
importance
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laving snack 
Saving breakfast 
Jsing telephone 
Saving bath 
Saving dinner 
Saving drink 
Saking reservation 
Saving swim 
/forking in room 
leeeiving messages 
hatching movies 
/hatching TY 
Being in room 
Discussing business 
Jsing car park 
Finding hotel 
Listening to radio 
Saving rest (day) 
Deciding where to stag 
foiling away time 
Leaving hotel 
Bashing cheque 
Entertaining friends
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NB Based on full sample of 24 people KEY
x less satisfaction 
xx least satisfaction
8.3 MANAGEMENTS PERCEPTIONS OP DIMENSIONS USED BY 
CUSTOMERS IN THEIR EVALUATION OP SERVICES
To ascertain managements perceptions of customers 
expectations.the research study propose a sample of ten 
senior staff. In fact twelve staff were interviewed ten 
from the hotel and two from head office.
The- management in the .hotel were interviewed first and a 
repertory grid technique was used to determine their 
perceptions-of the dimensions used by the customers in 
evaluating services. The management had already been 
briefed at a heads of department meeting on the purpose 
of the study so,no further explanations was explained at 
the beginning of the interview.
In the early interviews the approach used in selecting the 
elements was the same as.for the customers• In later 
interviews at unit level, individuals were first asked to 
rate the level of satisfaction they felt the hotel was 
providing for areas for which they had knowledge and were 
then asked to select nine elements from this list. This 
gave a wider picture of their perceptions of the services 
provided and a summary of these is given in Table 8.8.
Some difficulty was experienced in using these elements 
in the interviews as some of the managers could not relate 
personally to the elements suggested. Por this reason 
the selection of elements with senior management were 
based on the products provided by the hotel (activities or 
a group of activities for which there is an individual 
price). These elements are shown in Table 8.9o
The steps of eliciting constructs, assigning elements to 
positions on the constructs and taking an.overview were, 
similar to those taken with the customers. In Table 8.10 
an example of the original summary of an interview with 
one of the management team is given. When the interviews 
were.completed a number of ways of pooling the perceptions
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Table 8.8 Summary of management team's overall 
perceptions and level of customer 
satisfaction with the hotel's services 
and facilities
Receiving messages 
Having lunch in room 
Using telephone 
Having breakfast in room 
Watching movies 
Having snack in room 
listening to radio 
Checking appearance 
Doing one's hair 
Finding &.getting to hotel 
leaving hotel 
Watching TV 
Changing currency 
Arriving at hotel 
Having dinner in room 
Putting on make up 
Making a reservation 
Finding room
Having drink in own room 
Having bath
Keeping clothes fit to wear 
Having rest during day 
Having breakfast in restaurant 
Having dinner in restaurant 
Discussing business in hotel 
Entertaining friends 
Having a swim 
Keeping fit
Planning sightseeing & shopping
Whiling away time
Having night’s sleep
Having a snack in coffee shop
Having lunch restaurant/coffee shop
Having drink in bar
Having a shave
percentage 
seeing activity 
as less than 
satisfactory
%
1 5  
63 
57 56 
50 
44 
42 
38 
34 
33 
29 
2 5  
25 
17 
17 
17 
17 
1 4  
14 
14 
14 
13 
13 
11
number of 
managers who 
commented ' 
(10 questioned)
no
4
8
7 
9
8  
9 
7 
7 
7 
6
7
8  
8'
6
6
6
6
7
7
7
7
8  
8  
9
7 
4
8
7 
6  
6
8  
8  
9
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Table 8.9 A range of products offered by OHIQ
Living and working accommodation for business people
Living accommodation for individual tourists
Week-end package
Tour operatorsT package
Conference package (residential)
Conference and meeting package (non-residential) 
Banquet packages 
Leisure club membership
Breakfast in room 
Breakfast in public areas 
Snacks and light meals in room 
Snacks and light meals in public areas
Executive lunch in restaurant 
A la carte lunch in restaurant 
A la carte dinner in restaurant 
Special dinner in restaurant
Alcoholic beverages in room /
Alcoholic beverages in public areas 
Non alcoholic beverages in room 
Non alcoholic beverages in public areas
Telephone service in room 
Telephone service in public areas 
Laundry services
Cheque and foreign currency facilities 
Gift shop 
Travel desk 
Hairdressing
3.02
Table 8.10 Raw repertory grid of member of 
management team
Deputy General 
Manager
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1 PAIR 1 2 3 4 5 6 7 8 9 SINGLE 5
8 Guest controls 4 1 1 4 4 2 2 2 3 Hotel controls 24
7 Time control by guest 5 1 1 3 5 3 2 1 5
Time controlled 
by hotel 27
24 Involves eating 1 5 3 1 1 5 5 5 5 Doesn’t involve eating 8
19 Necessity 1 4 5 1 1 5 1 1 2 Leisure 14
13 In room 2 1 3 2 2 5 1 1 5 Other areas 17
5 Gziest activity 5 2 1 5 5 2 2 1 5 Hotel activity 27
13 Passive 3 3 3 3 3 5 2 1 1 Active 13
5 Don’t meet people 5 2 3 5 5 3 1 1 3 Meet people 23
5 On own 5 2 3 5 5 3 1 1 3 With others 25
17 Cold prickly 4 3 3 2 3 1 4 5 1 Warm fuzzy 9
15 Less time 4 3 3 2 3 3 2 5 1 More time 9
20 Less value for money 2 3 3 1 2 4 5 4 3 Yalue for money 4
Most satisfaction 4 3 3 5 5 oc_ 1 1 5 Least satisfaction
of individuals was tried. The first showed in separate 
tables the pattern of. activities the,unit management 
associate with customer satisfaction, Table 8*11 and the 
pattern.of.characteristics associated with satisfaction, 
Table 8.12.
A further development was to indicate in a single table 
the relative importance of the activities, the relative 
importance of the characteristics associated with 
satisfaction and the areas where the present level of 
satisfaction needs attention, as perceived by the unit 
management are shown in Table 8.13*
As already indicated two interviews were conducted with 
senior executives in head office. As has already been
explained the elements were different than those for unit
/
management and this may explain the apprant differences 
in perception. The most significant services and 
characteristic's associated with-'guest satisfaction are 
gien in Tables 8.14 and 8.15. These are significantly 
different than those of unit management and point to the 
need for the service elements to he used in future so 
that these perceptions can he properly compared.
Table 8.14 Most significant services from the point of 
view or guest satisfaction identified Lby 
senior executives
Senior executive A Senior executive B
Business accommodation Business accommodation
Restaurant dinner Week-end package
Breakfast in public areas
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Table 8.11 Perceptions of hotel management of 
activities associated -with customer 
satisfaction
Most satisfaction Wide range, of ■ . , opinion least satisfaction
Having bath/shower/ 
wash
Having night's 
sleep
Arriving at hotel 
Having breakfast 
Watching movies 
Making reservations
Receiving messages 
Having snacks
More satisfaction Satisfaction less satisfaction
Having swim
Keeping fit
leaving hotel
Making travel 
arrangements
Discussing business
Having lunch
Having dinner
Watching TV
Whiling away time
Deciding where to• 
stay
Finding way in 
hotel
Planning sightseeing 
Entertaining friends
Finding & getting 
to hotel
Using,telephone
Table 8.12 Perceptions of management of
characteristics associated with the 
levels of satisfaction
Most satisfaction least satisfaction
fast response/prompt 
value for money 
guest controls activity 
works/easy to do 
activity takes time 
bonus/additional 
services 
. re s tful/relaxing 
comfortable 
•available when required 
busy
•important. to week-ender
too high a price 
doesn’t work, 
essential services 
not available when 
required 
hotel controls activity 
not clean
lack of communication 
less comfortable
More satisfaction Satisfaction IS'ss satisfaction
enough communication/ 
.inf ormati.on/easy: to 
. find
facilities required by 
all
non food activity 
activity at end of stay 
whole product• 
cleanliness 
alternative difficult 
choice OK
important/non important 
to business people 
meet people 
inside/outside room 
low/high toleration 
level 
takes less time/ 
leisure 
vital/imp ortant 
. easy "to monitor 
early experience 
inside/outside hotel 
choice to use/not to vise 
hotel controls/guest 
controls 
guest experience/hotel 
activity
failure significant/ 
not significant 
privacy/quiet 
difficult to find 
guest dependent/not 
dependent on others
addi-tional/ optional 
services 
nerve racking 
involves food 
bodily need 
difficult to monitor 
late experience 
expect to be available 
physiological 
easy alternatives/ 
choice 
difficult to do 
choice
Table 8.13 Summary of management’s perceptions of
'importance . and, levels of dissatisfaction 
or business people of !ihe characteristics 
and activities of hotel services
. Characteristics 
in order of 
\  importance
Activities 
in order of 
importance
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Having bath
Having swim X 7
Receiving messages X XX X X
Watching movies X X X
Having night’s sleep
Arriving at hotel X
Having dinner X X X
Having breakfast X X X X
Having snacks X
Discussing business
Entertaining friends
Finding hotel X X X
Having lunch X X
Planning sightseeing
Using telephone X X X XMaking travel
...arrangements __ ___  ___
Checking appearance X X
Keeping fit
leaving hotel
Making reservations
Chancing currency
KEY x less satisfaction 
xx least satisfaction
Table 8.15 Most significant characteristics' of service 
from point of view of guest satisfaction 
identified by senior executives
Senior executive A Senior executive B
Greater control of prices 
Prime contribution to profit
Company controls product
Sales opportunity exists
Opportunity to identify 
with company
Personal service
8.4 EMPLOYEES PERCEPTIONS OP DIMENSIONS USED BY 
CUSTOMERS IN THEIR EVALUATION OP SERVICES
Originally it was intended to conduct interviews with a 
sample of employees. In the event this would’ have 
involved deferring the establishment of the Quality Circles 
and under those circumstances it was considered preferable 
to conduct this evaluation within the meetings of the 
Quality Circles. '
The initial perceptions were generated verbally during the 
first session of each Quality Circle and recorded on a 
flip chart. Each member was asked to suggest the areas 
of strength and areas for improvement in terms of quality. 
Some of these related to their own department’s services 
and in some cases to other departments. In some cases 
the areas did not appear to be related directly to 
quality. The summary of these are given in Tables 8.16 
and 8.1 7 . Prom these discussions it was considered that 
the staffs’ perceptions of characteristics associated with 
quality were as indicated in Table 8.18. The 
characteristics.are divided into seven groups of related 
characteristics, each group ranked in order of 
perceived importance.
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Table 8.18 Summar?/ of staffs’ perceptions of
characteristics associated with quality
Recognition
Friendly approach/greeting
Quick service
Ability to communicate
Familiar faces and voices 
Neat and tidy .staff 
Time for guests
Way of dealing with complaints
Cleanliness 
Feel at home 
Good location 
leisurely 
Quiet 
Secure
Something to look at 
Tidy
Advice on service 
Availability of service 
Service that works 
•Service within time 
Uniform service
Quality o'f food 
Presentation of food 
Serving ’hot and cold’ food
Value for money
8.5 COMPARISONS OP DIMENSIONS USED BY CUSTOMERS IN 
THEIR EVALUATION OP SERVICES COMPARED WITH THE 
PERCEPTIONS OP MANAGEMENT AND PERSONNEL
A comparison of the important activities as perceived by 
guests and management is given in Table 8.19* The change 
in approach to determining the staffs’ perception meant 
that it was not possible to compare their perception.
There are significant differences in the activities listed 
and in their relative importance. Further that five of 
the six activities with which the guest expressed least 
satisfaction are seen as less important by the management 
than by the customers, even though in some areas it was 
recognised that customers were not satisfied.
A comparison of the perceptions.of the characteristics of 
quality are given in Table 8.20. It seems significant 
that the most important chracteristic identified by the 
guest is not identified by management or staff and that 
the most important characteristics identified by personnel 
is not identified by the customer. There appears to be 
similar perceptions concerning the remaining 
characteristics.
8.6 PROGRESS REPORT ON CONDUCT OF PILOT QUALITY CIRCLES 
EXERCISE
The second part of the research hypothesis on the 
effective maintenance of quality of hotel and catering 
services is that those implementing the provision of 
services need to have mechanisms for taking action to 
ensure that the key dimensions of quality are met. The 
pilot exercise was designed to test whether quality 
circles are an appropriate mechanism for this purpose.
This part of the exercise fell into four parts:
1 ) the development of an approach to quality circles 
for service activities;
2 ) the setting up of pilot quality circles;
Table 8.19 Comparison of important activities as 
perceived by guests and management
Guests Management
Night’s sleep Having bath
Having snack x Having swim
’ • *^* Having breakfast Receiving messages x
Using telephone * Watching movies x
Having bath Night’s sleep
Having dinner x Arriving at hotel x
Having drink * Having dinner x
Making reservation * Having breakfast x
Having swim Having snacks
.Working in room * Discussing business *
,Receiving messages Entertaining friends *
Watching movies x Finding hotel * x
/
* only in 1 list x giving least satisfaction
Table 8.20 Comparison of characteristics of quality 
perceived by guests, management and staff
Guests Management Staff
Availability * Value for money Recognition *
Smooth, fast 
response
Fast response Friendly approach, 
greeting
Easy to do, use; 
works
Comfortable, leisurely 
relaxing & restful
Quick service
Comfortable, 
pleasant & relaxing
Works, easy to do Ability to 
communicate *
Value for money Guest controls *
* only in 1 list
3) the conduct of the work of the quality circles; 
and
4) an evaluation of the exercise.
8.6.1 Development of an approach
i *
The first task was to develop, from the material 
available for quality circles in manufacturing industries, 
an aid for the circle leaders and members of circles to 
use as they conducted the exercise. This aid included 
an introduction to the concept of quality circles; the 
role of those involved in the work of quality circles; 
details of the six steps involved; an outline for each 
meeting tackling each step and guidance on the various 
techniques to be used during the exercise. The aid used 
in the pilot scheme is set out in Appendix 2.
8.6.2 ' Setting up quality pilot circles
The second task was to brief management and invite 
managers to participate by agreeing to seek volunteers 
among the staff for which they are responsible. This 
involved two presentations at two weekly heads of 
department meetings. The first when the broad concept 
was introduced and the second when the initial findings of 
the guest survey were presented and an invitation for 
volunteers issued.
Two heads of department, the front office manager and the 
assistant food and beverage manager. In the front 
office department one shift leader offered to lead a 
quality circle and in the food and beverage department, 
the coffee shop manager and the room service manager 
volunteered. Discussions were then held with each of the 
volunteers to explore their willingness to participate, 
to further explain the concepts and to consider the 
potential size of a circle to be established.
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At this stage it was decided to.conduct three pilot 
circles rather than.the two.originally planned. The 
leaders were then asked.to sound out colleagues with 
whom they worked who would prepared to participate in the 
pilot scheme.
The number of volunteers, including the circle leaders, 
for the circles were front office -.5 people; coffee shop 
- 4 people; room service - 2 people. It had been hoped 
to invite a person from the dispense bar and the 
housekeeping department to participate in the room service 
circle but this proved impractical.
8.6.3 Conduct of the work of the quality circles
A date of a first meeting for each circle was arranged 
and each circle leader had a briefing session with the 
researcher before this first meeting. This practice of 
briefing of the circle leader before each meeting that 
was held continued through the exercise.
The stages the circles were expected to follow were:
1 ) Getting information
2) Selecting standard requring attention
3) Analysing standard requiring attention
4) Selecting a solution
5) Presenting findings to management
6) Reviewing progress;
The progress when the formal research came to an end was 
as follows.
The front office quality circle met on at least eight 
occasions and a number of informal meetings of some 
members, over a period of three and a half months and 
completed the full cycle. A summary of its worked used 
as a presentation to management, prepared by the circle 
and the managements response are given in Appendix 3 *
The coffee shop quality circle progressed intermittantly 
to step 3 over a period of three months. The standard 
picked for. attention was ’misleading information’ 
(description of dishes 8c hours of opening), other key 
areas identified for future attention were ’hours of 
opening’ and ’value ‘for money’. Reasons given for the 
work being delayed include: number of changes in location
of coffee shop; visit of BBC; key members off sick and in 
hospital; member leaving and shortage of staff.
Room service quality circle only held one meeting when two 
people attended, an invitation.for the dispense bar to 
send a third had not been made. Following this meeting 
the supervisor had second thoughts on the idea of 
participating, as he was not convinced of the need for 
the circle, or that it could be of any help. ,
8.6.4 An evaluation of the exercise
A number of reasons for two circles not having completed 
the cycle have become apparant by comparing the experiences 
gained from three pilot circles. These are set out in 
Tahle 8.21 From this comparison it appears that the 
following improvements could be made to overcome some of 
the difficulties experienced in the pilot scheme. The 
numbering indicates from which experience in Table 8.21 
the improvements have evolved.
1) Before selecting the groups from which volunteers 
are likely to be sought, the nature and size of 
work groups should be determined along the lines 
of the summary prepared at Swiss Cottage near the 
end of the exercise (Tahle8.22).
2) Potential circle members should be given the 
opportunity, whenever possible, to learn of the 
experiences of other groups before volunteering 
to participate. Potential cicle leaders should 
he given the opportunity, whenever possible, t o
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Table 8.21 Comparison of experiences gained from three 
quality circles
Coffee shop quality circle
I Little consideration was given to the 
nature and size of the work group' and 
the implications of providing a 
service 7 days a week at a fairly 
high level of demand during opening 
hours (11.00 am to 8.00 pm],
i Management, circle laadero and 
members committed themselves knowing 
very little about what was Involved.
5 Ho incentives were offered to 
participate in the pilot scheme, and 
this may have discouraged some 
participation.
V Pour staff, including coffee shop 
manager, volunteered and when 
meetings were held all participated 
fully. At the end of the research 
step 3 had been reached.
Arranged meetings between 3.00 and 
4.00, time of least demand during 
opening hours.
Meetings were planned fortnightly but 
had to be deferred because of 
sickness, change of location, visit 
of BBC, staff leaving and lack of 
mechanism and responsibility for 
re-arranging meetings
5 Assistant food and beverage manager 
although keen to establish circles 
did not take initiative to resolve 
difficulties experienced in 
arranging meetings. •
3 It was assumed the coffee shop 
manager 3hould be the circle leader 
and no consideration was given to 
her potential to lead a group.
7 Completion of circle not 
experienced by the group.
Front office quality circle
Little consideration was given to the 
nature and 3ize of the work group, ana 
the implications of providing a it 
hour service, 7 days a week.
Management, circle leaders and 
members committed themselves knowing 
very little about what was involved.
No incentives were offered to 
participate in the pilot scheme, and 
this does not appear to have 
discouraged participation.
Plve staff, including a shift leader, 
initially volunteered (one fell out 
early and soon after left the 
company) a further volunteer filled 
the vacancy and all five fully 
participated in the full cycle.
Meetings arranged for an hour at 
shift handover time, early shift 
3tayed on for an hour and lace shift 
started an ncur late as aid afternoon 
is the quietest period.
Initially difficult to arrange 
because rota meant members were not 
available at sane time, following 
management agreement to arrange rota 
taking into account dates of QC 
meetings it became easier,
Bept managers althougn uncertain of 
likely outcome gave support by re- 
arranging rota and by giving 
priority to quality circle when 
other meetings were arranged whlcn 
could have been in conflict.
There was a choice of three potential 
leaders and the one with the most 
potential as a group leader was 
picked.
When the circle presented the 
findings to management there was a 
very positive reaction from members 
of circle and management.
'When management presented views on 
circle’s recommendations there wa3 
some disappointment that not ail the 
recommendations had been accepted.
There has been'some delay in 
implementing some of the 
recommendations which management 
agreed to take further.
Views expressed by circle members 
and management at the end of the 
exercise:
Circle members: makes Job more 
interesting; gives one feeling you 
axe involved; identifies real 
causes of what makes Job difficult; 
will make relationship with guest 
easier; keen to continue; being 
first time was difficult to see way 
through to the end.
Management: provides opportunity to 
Improve sex'/ices; unlocks good ideas; 
get3 more commitment than handing 
down solutions; improves co-operatim 
between staff and sections; focuses 
attention on priorities; keen to 
continue and improve approach m  
light of experience gained.
Room service quality circle
Little consideration was given to ch>,' 
nature and size of the work group an-.: 
the implications ’of providing a 14 
hour service, 7 days a veex.
Management, circle leaders and 
members committed themselves knowing 
very little about what was involved.
No incentives were offered to 
participate in the pilot 3cneme, and 
this may have discouraged some 
participation.
Two staff, including room service 
manager, volunteered. ?Ians for 
volunteers from other depts. did net 
materialise. Only 3tep 1 was 
tackled. Small group meant leader’s 
Influence was too great.
Assistant food ar.c -beverage manager 
did no; as promised seek volunteer 
from dispense bar. Manager of 
housekeeping dept, also reluctant • 
participate as not convinced dept, 
snould be involved.
It was assumed that the room service 
manager should be the circle leader 
and no consideration was given tc 
hi3 potential as a group leader.
Completion of circle not 
experienced by the group.
Table 8.22 Nature of departmental work groups
: Work: -groups
Front line
Porters
Reception
Switch­
board
House­
keeping
Pool
Bars
Room
service
Coffee
shop
Restaurant
Group size & %age 
of week it operates
Support Front line Support 
Accounts
Security
Sales
Mainte
-ance
Dispense
bar
Kitchen
Steward
-ins
Staff
canteen
Food &
beverage
control
Group
leader
Accountant
Chief secur­
ity officer
Sales reser­
vations supr
Head hall 
porter
Reception 
shift; leaders
Switchboard
supervisor
Asst chief 
engineer
Assistant
housekeepers
Pool House
supervisor manager
Bar F & B
supervisor manager
Dispense bar Asst F & B
supervisor manager
Room service F & B
supervisor manager
Souschefs Executive
head chef
Coffee shop
manager F&B manager
Chief Asst F & B
steward manager
Asst restaur - F & B
ant manager manager
Chief Asst F & B
steward manager
F & B I!
controller
Superior
General
manager
t f
Front office 
manager
General
manager
Head, house­
keeper
Key x nos of staff in dept. NB Banqueting dept, not included
xty y% service coverage
during week 3 j q
observe meetings of established quality circles in 
progress. Short■training programmes should be 
offered to management and potential circle leaders 
at the start of implementing a programme.
3) Consideration should be given to members of the 
circles’ should receive any additional, weekly- 
payment for the weeks during which they are a 
member of an article circle.
4) A group should only be established when there are 
sufficient numbers of staff (3-7) who do similar 
work, and are willing to volunteer and commit 
themselves to participate in the full cycle; and 
when it is practical for the group to meet 
consistently for an hour a week for 6-8 weeks.
The person responsible for the department rota
should arrange the rota so that meetings are possible/possible.
5) Management should be made aware that there 
commitment will be judged on their active support 
rather than initial statements on a sdhemes 
introduction.
6) In an initial programme care should be taken to set
up circles where possible leaders have good 
potential to act as a leader of a group.
7) Steps should be taken to ensure the momentum of the
circle, particularly whilst tackling its first 
problem, is kept up so that members and 
management enjoy the experience of the benefits of 
the circle activity. A facilitator needs to be 
appointed to act as adviser and. to encourage 
leaders to fulfill commitments. A co-ordinating 
quality committee needs to he established to 
maintain the momentum and to act as a forum for 
exchanging experiences and ideas.
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CHAPTER 9 CONCLUSIONS
9.1 INTRODUCTION
In the introductory.chapter of this.thesis the growth of 
interest in quality, the increasing significance of the 
service sector and the present level of knowledge on.the 
present quality of hospitality services was examined.
The following five chapters give the background from 
which the hypothesis evolved. The hypothesis and the 
techniques selected to test the hypothesis are described 
in chapter 7 and in chapter 8 a description of the 
testing of the hypothesis is set out.
This chapter sets out the conclusions on the validity of 
the hypothesis in the light-of the-test,, a model of the 
factors affecting quality of hospitality services, the 
conclusions on the appropriateness of the techniques used 
to test the hypothesis and suggestions on areas where 
further research is required.
9.2 CONCLUSIONS ON HYPOTHESIS
The hypothesis that was tested was:
Quality of hotel and catering services are most 
effectively maintained when both those responsible for 
policy making and implementation of such services are 
both able to perceive the key dimensions used by the 
* customers themselves in their evaluation of the 
services and when those implementing have the 
mechanisms for taking action to ensure that realistic 
quality services are maintained.
The repertory grid technique indicated that each customer 
has their own unique combination of dimensions when they 
evaluate services and that there is considerable 
commonality between those using services for the same 
purpose. Further that policymakers and implementors 
have their own unique combination of dimensions but that 
again there is considerable commonality between policy 
makers and between implementors.
It was also- shown that there were considerable differences 
between the perception of each and that in an area where 
this difference- was greate-st it appears that the customer 
is more likely to be dissatisfied. These findings need 
to be further tested with a larger number of customers 
from the main market segments and a larger number of 
personnel.
It is more difficult to draw conclusions on the second 
part of the hypothesis based on the technique used to test 
this part of the hypothesis.
The experience gained from the front office quality circle 
suggests that the quality circle technique is an 
appropriate mechanism at least for -some work groups in an 
hotel for taking action to ensure that the quality of 
service is maintained. From the expreience gained from . 
the other two quality circles this conclusion cannot be 
drawn.
Some reasons for the lack of effectiveness of these circles 
have been suggested but further investigation is required 
before coming to any definite conclusions. There appear 
to be at least three reasons why the circles' may not have 
been successful. First, the technique is fundamentally 
sound for groups of hotel workers but that improvements 
need to be made to the technique and its introduction.
The quality circle technique is only appropriate to some 
groups of workers and that other mechanisms need to be
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developed for other groups. Third, that mechanisms 
for taking action are an unimportant variable affecting 
the quality of service.
Initial conclusions are that there are a number of 
variables which affect, the quality of service and that, in 
different circumstances the variable or variables-having 
most influence will differ. From this it appears that 
different strategies and mechanisms will be required to. 
bring about .change according to the cause of any failure. 
to provide quality services, and not, as suggested, in.the 
second part of the hypothesis, limited to mechanisms used 
by implementors for taking action to ensure that the key 
dimensions are met.
At Swiss Cottage it appears that it would have., been wise 
before introducing quality circles to have determined the 
expectations of the different market segments and the 
degree of uniformity and variety of these needs, to have 
determined the quality policy of the organisation and the 
means of measuring guest satisfaction, before deciding 
whether the quality circle technique was an appropriate’ 
technique to use.
The testing of the first part of the hypothesis suggests 
that the perceptions of the human variable is probably 
the first to consider. From this it should become 
apparent which of the other variables identified in 
chapter 5, environment; goals; technology; structure; 
control and administration should also be considered.
When the differences of the perceptions of customers are 
between policymakers and between customers and policy­
makers the variables that are likely to need attention 
are environment and goals.
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When the differences of perceptions of quality are 
between the customers and the implementors this 
suggests a need to concentrate on the ’human variable’ 
and structure* Where common perceptions exist but 
there are differences between expectations and 
satisfaction, this suggests a need to concentrate on 
structure, control or technology. It is when the 
significant variable appears to be technology or human 
variable that quality circles are likely to be most 
appropriate•
As a result of this research it appears that the 
hypothesis should have been wider in concept and the 
following is now proposed:
Quality of hotel and catering services are more likely 
to be maintained when both those responsible for 
policy making and the implementation of such services 
are both able to perceive the key dimensions used by 
the customers themselves ih their evaluation of the 
services; when those responsible for policy making 
are aware of and control the organisation variables 
that influence quality; ' and when those implementing 
have the mechanisms for taking action to ensure that 
realistic quality services are maintained.
It seems probable that the action required will vary 
considerably according to the degree of stability or 
uncertainty of the environment in which the services are 
provided and that the characteristics may vary as 
suggested in Table 9.1.
Table 9.1 Characteristics of organisations responding 
to stable -and -uncertain -environments......
Stable
Changes in general 
environment little 
influence in setting
Steady task environment
Tend to be simple limited 
offerings with short 
periods in service system
Expectations shaped by 
providers
Goal of uniformity
less commitment to values 
of customers required by 
personnel
Low technical skills
Motivation by discipline 
and tangible reward
High proportion of non­
human bearers of service
High mechanisation
Quality built in system
High differentiation of 
tasks
Hierarchial structure
Mechanistic operation and 
management controls
Bureaucratic adminirtration
Uncertain
Changes in general 
environment have significant 
influence on setting
Changeable task environment
Tend to be complex wide range 
of offerings with long 
periods in service system
Provider responds to consumers* 
expectations
Goal of variety
More commitment of personnel to 
shared assumptions on values of 
customers« /
High technical skills
Motivation by shared culture 
and or participation
High proportion"of human 
bearers of service
low mechanisation
Quality in control of front 
line
Integration mechanisms and 
lower differentiation
Flatter structure
Organic operation and 
management controls,
Front line administration
9.3 MODEL OE FACTORS INFLUENCING QUALITY OF 
HOSPITALITY SERVICES
The following framework has evolved to provides an 
approach to understanding and controlling the quality 
of hospitality services (Figure 9.1). The controllables 
are all identified which can be used by management in 
maintaining quality.
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9.4 DISCUSSION ON THE TECHNIQUES USED TO TEST 
THE HYPOTHESIS
The hypothesis consists of two parts: the first
concerned consumers’ perceptions of service and how 
these compare with those responsible for policy making 
and the interpretation of service; and the second 
involved implementing mechanisms for providing service.
The technique adopted for the first part was repertory 
grid and for the second part the quality circle 
technique.
Repertory grid technique proved to be a valuable way of 
determining the key dimensions used by the customers in 
evaluating services and for establishing a benchmark for 
customer satisfaction. Even though the technique is 
time consuming and difficult to persuade customers to 
give an hour of their time, as evidenced by the fact that 
only 20% of those initially invited agreed to participate. 
Those that participated appeared to enjoy and recognise, 
the value of the technique used, and this experience 
could be drawn on in future approaches by making known 
the outcome of previous surveys and subsequent action 
taken to further improve the quality of service.
Using part experiences as elements generated rich personal 
constructs, particularly in areas concerning ’fitness for 
use’ and reliability. It is suggested that it would also 
be worthwhile.on future occasions, for part of the sample, 
to use total experiences as elements. In this way it is 
probable that more constructs concerning the areas of 
aesthetics and design, and ’social symbol’ would evolve.
The policymakers and personnel found.it more difficult to 
use part experiences as the elements. An alternative 
approach of using service offered, was tried with two 
senior executives late in the study and proved to be more 
effective. Other possible elements-that might be tried
are: places or departments worked or known. Another
alternative, which would he easier hut less valuable, 
would be to ask personnel to rank the elements and 
constructs identified by the customers.
Improvements .in the method.of inviting consumers to 
participate need to be introduced. It is believed that 
the personnel in contact with the customers should be 
involved in determining the approach in order to gain 
commitment, and that the invitation should be issued at 
some other time than at arrival. Evidence should be 
given to the consumer that the information will be used 
and consideration be given to offering some incentive 
to improve the response.
In view of the time commitment required to obtain the 
qualitative data by individual interviews it ttiay be 
worth considering checking its validity in a quantitative 
way by designing a questionnaire based on the findings 
obtained through a small number of interviews conducted 
by the repertory grid technique, the interviewees 
selected on a random basis
The presentation of the comparisons of customers, 
policy-makers and implementors perceptions of quality 
to the policy makers surprised them and made them more 
aware of how wide the differences are. The comparisons 
of customers’ and personnels’ perceptions, when presented 
to the implementors who were members of quality circles 
had a significant effect on the areas picked for 
improvement, as indicated in chapter 8 and suggests that 
the technique is valuable for identifying the areas that 
require attention.
The test was limited to one market segment before moving 
on to the second stage. Ideally the perceptions of 
each major market segments should be determined before 
selecting the areas that require attention, as some may 
have a wider impact than others.
In order to continue a quality improvement programme 
there is a need to develop quality feedback systems for 
operational staff and management. These systems cozild 
also be used for determining the preferred ways that 
customers and personnel would like to use for doing this.
The second technique adopted, quality circles, for 
providing a mechanism for taking action to ensure key. 
quality dimensions are met, proved to be less effective 
than anticipated. What seems certain is that it is a 
technique that could be successful in a limited number 
of companies who are prepared and willing to adopt a 
participative approach to management, a style which 
historically has not.been very prevalent in the 
hospitality industry.
What is more difficult to determine is whether it is an 
appropriate style to be adopted by OHIO, who are one of 
the progressive and participative companies in the 
United Kingdom. The success of one of the three 
quality circles suggeste that it can be successful in 
some circumstances; what needs to be done is to determine 
whether the obstacles experienced by the other circles 
can be overcome. The major difficulties seem to have 
been caused by the size of the working group and the 
length of time the service was provided, the- commitment 
of management and the ease of maintaining continuity 
within the group and with management with different
shifts and days off. Overall lack of understanding of
the nature of the quality of service and an effective 
feedback system..
A number of benefits were identified by the members of 
the quality circles and management. Members of the 
quality circles suggest that it makes relationship with 
guests easier; makes the job more interesting;
identifies real causes of what makes a job difficult and
gives one the feeling of being involved.
"Zft
Management suggested it provided the.opportunity to 
improve services, unlocks good ideas,.gets more 
commitment than handed down solutions, improves 
co-operation between staff and focuses on priorities.
In any future introduction a careful analysis of the 
nature of work groups should be carried out before 
seeking volunteers and management should be given more 
background and understanding before seeking support.
It is certainly worthwhile giving another try. There 
is also a need to consider alternative approaches in 
companies that do not have the wish to adopt a more 
participative approach. The more uniform the service, 
it seems likely there would he less need for a 
participative approach.
Although there was considerable room.for improvement 
in the application of the techniques, they were 
appropriate for testing the hypothesis .as stated.
9.5 FURTHER RESEARCH
During the research the need for further research into a 
number of areas has been identified.
The first is the need to gain a deeper understanding of 
which indicators consumers select to predict the quality 
of service and the relative significance of these when 
consumers from each market segment make when evaluating 
services before experiencing them.
The second is to further examine the present methods of 
determining whether customers are satisfied with an 
experience during and after the experience and to determin 
more effective methods for implementors to gain feedback 
and for policy makers to measure overall effectiveness.
The third is.to examine whether it is possible to 
classify service systems along the lines of 
Woodwards’ classification of manufacturing companies 
and to identify for each class the most appropriate 
pattern for each variable including structure, 
technology and controls. ■
The fourth is to develop further the approach adopted 
in the research to develop mechanisms for more 
autocratic management styles and to test these in other 
units, other hotel companies and possibly other service 
organisations.
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INVITATION TO PARTICIPATE IN CUSTOMER SURVEY APPENDIX 1
Swiss Cottage
128 King Henry's Road. London, NVV3 3ST. England.
Telephone: 01-722 7711
This letter is asking for your help in a project 
designed to further improve the standards the 
hotel offers to our customers.. x
The way in which I hope you will feel able to 
help is by agreeing to meet and discuss with 
Michael Nightingale, a consultant and researcher 
from the University of Surrey, those standards 
which are most important to you when staying 
in an hotel.
Customers that have already participated seem to 
have enjoyed the interview which is rather 
different than the normal market research 
interview and can take up to an hour of your 
time. Afterwards, we hope you will accent some 
small gift as a mark of appreciation f o / J giving 
us your help.
Michael Nightingale will be available from 4 pm 
to 10 pm on Wednesday and Thursday evenings and should 
you want to help us in this way, would you please 
contact the Duty Manager as soon as it is convenient, 
to suggest when you could be available. You will then 
be contacted to confirm the time and place of the 
meeting. It is hoped to arrange^a meeting each hour 
on the hour.
I do hope you will feel able to help us in this way.
EDUARD ? van EMPSL 
lensrai Manager
GUIDANCE DOR QUALITY CIRCLE LEADERS AND MEMBERS-APPENDIX 2
QUALITY CIRCLES IN A HOLIDAY INN 
An approach to quality and productivity
developed by Michael Nightingale
to be tested with Commonwealth Holiday Inns
of Canada at the Holiday Inn, Swiss Cottage.
March 1981
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INTRODUCTION
A group of up to eight volunteers from a department who are 
interested in the maintenance and or improvement of the 
quality and value of the. services provided by the department 
to the customer. A Quality Circle meets periodically, 
normally under the leadership of.a supervisor, to consider 
and make recommendations to management, where necessary, on 
the action to be taken to maintain or improve quality.
What does a quality circle do?
What is a quality circle?
Over a series of meetings, normally fortnightly, it takes a 
number of steps along the lines of those set out below to 
tackle departmental quality and productivity problems.
6 Reviewing progress
3 Presenting findings to management
4 Selecting 
a solution
3 Analysing standards requiring attention
2 Selecting standards 
requiring attention
1 Getting information
Suggestions for the Quality Circle on.what to do at each 
meeting will be given at each meeting.
ROLE OE PARTICIPANTS
Members of circles
To attend and participate in fortnightly meetings of 
a departmental Quality Circle for a period, of three months.
i
To carry out realistic tasks on behalf of Quality Circle 
between meetings.
To make a contribution to the Quality Circle drawing from 
own unique experience and knowledge.
Leaders of circles
To lead a group during a series of meetings through the 
steps in the Quality Circle approach.
To provide equal opportunity for members of Quality Circle 
to participate in meetings.
To guide the Quality Circle with the assistance of the 
unit co-ordinator and researcher to use Quality Circle 
tecniques.
To offer guidance to members of Quality Circle in 
conducting tasks allocated to them.
Unit co-ordinators
To co-ordinate the activities of Quality Circles in the 
unit.
To facilitate access to information and advice outside the 
Quality Circle’s department.
To provide in liaison with the researcher advice or 
training in Quality Circle techniques. . .
ROLE OE PARTICIPANTS (continued)
Management
■To generate interest and enthusiasm for.the pilot 
exercise
To make arrangements for the possible establishment on 
a voluntary basis of-two Quality Circles (one in direct 
contact with the customer and another serving as a back­
up department),
To show commitment and support to the Quality Circles 
by enabling the meetings to take place and providing 
resources required wherever practical.
To attend meetings at mutually convenient times to.hear_ 
and consider the findings and recommendations of Quality 
Circles.
To respond to the recommendations in a reasonable time, 
either supporting their implementation and timing with or 
without amendment or explaining with reasons why the 
recommendations cannot be implemented.
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ROLE OE.PARTICIPANTS (continued)
Researcher
To prepare, guide and monitor in consultation with 
management a pilot exercise.
To act as an adviser to Quality Circle leaders, 
co-ordinators and management.
To act as an observer of Quality Circle activities.
To conduct some of the information tasks of the Quality Circles. 
To conduct an evaluation of the pilot exercise.
Head office co-ordinator
To facilitate access to information and advice available 
at head office, which is not available in the unit.
To oo-ordinate the activities of Quality Circles in 
different units.
To provide with the aid of the researcher advice or 
training to the unit co-ordinators or Quality Circle 
leaders, which is not available in the units.
Objectives of meeting
To have made members aware perceptions of quality differ
To have explained the six steps of the approach
To have generated lists of standards that the circle feel 
are successfully maintained and those that require attention.
To have received the information gained from the guest 
surveys.
To have allocated tasks that need doing before the next meeting.
PIRST STEP - GETTING INPORMATION
Possible outline of the meeting (one session 1-^. hours)
Introductory comment by management
Introduction to Quality Circles approach 
and days programme by group leader
listing and clarifying standards which the 
circle considers the department successfully 
maintains and those that require attention 
(first individually and then as group)
Receiving information from guest surveys
Deciding what information will be required 
to select an area for attention and 
agreeing who will collect information for 
next meeting
Recap future steps and fix time next meeting
2 minutes 
8 minutes
20 minutes 
15 minutes
25 minutes 
5 minutes
Requirements for meeting
Quiet room without interruption 
Round table
2 flip charts (1 blank, 1 with outline of meeting and steps)
Pencils
Writing paper
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SECOND STEP - SELECTING STANDARDS. EOR ATTENTION 
Objectives of meeting
To add to and review the information generated at first 
meeting.
To compare perceptions of quality of'consumers, staff 
and management.
To test application of Quality Circle techniques.
To select \ worthwhile standards requiring' attention. ■'
Possible outline of meeting (one session hours)
Recap and introduction to second session 2 minutes
Receive information gathered by circle
members and researcher 30 minutes
Review lists generated in first session in
light of additional information , 8 minutes
Rank areas requiring attention in terms of
importance to customer (value & quality) 8 minutes
Rank areas requiring attention in terms of
ease and speed to put matter right 8 minutes
Consolidate rankings 8 minutes
Select standards for attention, set target 
for quality and/or productivity 
improvement, agree additional information
required and responsibility for obtaining it 10 minutes
Confirm date and time of next meeting 1 minute
Requirments for meeting
Quiet room without interruption 
Round table
3 Plip charts (2 blank, 1 for feedback from circle members 
and information gained by researcher through 
repertory grid technique)
Pens, paper
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THIRD STEP - ANALYSING STANDARDS REQUIRING ATTENTION 
Objectives of meetings
To identify possible causes for difficulties experienced 
in maintaing standards . requiring attention
To determine tbe main causes that need examination
Possible :outline of meeting (two-sessions.-.of 1 hour) 
1st meeting
Review target set at previous meeting for 
standards improvement
Identify with aid of cause and effect 
diagram possible causes and sub-causes 
for difficulties experienced in 
meeting standards
Clarify purpose of next session and 
determine additional information 
required and responsibility for 
obtaining it
Fix date .and time for next session 
2nd meeting
Recap and introduction to session
Receive information gathered by members
Review list of causes
Individuals rank causes
Consolidate rankings
Generate ideas for. solutions
Agree additional.information required 
and responsibility for obtaining it
Fix date and time of next meeting
Requirements for meetings
Quiet room without interruption 
Round table
3 Flip charts (2 plain, 1 with cause and effect diagram) 
Pen, paper (including cause and effect diagrams)
5 minutes
45 minutes
8 minutes 
1 minute
5 minutes 
10 minutes 
5 minutes 
10 minutes 
10 minutes 
10 minutes
10 minutes
FOURTH STEP - SELECTING- A SOLUTION 
Obrjectives of meetings 
To generate possible solutions
To select a solution to recommend to management
'Possible outline of meeting (one or two sessions of 1£ hours)
Recap on third step and introduce session 4 minutes
Receive information gathered by members 12 minutes
Add and review solutions generated at
previous session 6 minutes
Rank solutions on basis of likely effect
/ 6in achieving target minutes
Rank solutions on basis of cost and -
practicality 6 minutes
Consolidate rankings 5 minutes
Select a solution 5 minutes
Further develop solution and plan for 
implementation 15 minutes
Agree responsibility for finalising 
report 2 minutes
Fix date and time of next meeting 1 minute
Requirements for meetings
Quiet room without interruption 
Round table
Plip charts (1 plain, 1 with summary of solutions from 
last meeting)
Pens, papers.
FIFTH STEP - PRESENTING FINDINGS TO MANAGEMENT 
Objective of meeting
To present findings and recommendations to management
Possible outline of meeting (one session of 1 hour) 
Part one (Quality Circle members)
Consider summary of findings and 
recommendations to be presented to 
management
Confirm form of presentation to be 
made to management
Tea break (management to join meeting) 
Part two
Present findings and recommendations 
to management
Clarify any points to management not 
fully understood
10 minutes
20 minutes 
15 minutes
15 minutes 
15 minutes
Requirements for meeting
Quiet room without interruption 
Round table
Flip chart-(1 outlining findings and recommendations) 
Supporting information 
Pens, papers
SIXTH STEP - REVIEWING- PROGRESS
Objectives of meeting
Receive management decisions
Review list of standards requiring attention
Select area for attention
Possible outline 'of meeting (one session of 1hour)
Receive a report from management 
outlining plans for implementation if 
approved and reasons for any amendments 
or non-acceptance
Add and delete standards to list 
previously identified and review
Consider whether additional feedback 
information is required and if so 
delegate responsibility
If sufficient information available 
select through ranking process next 
standard/s requiring attention
15 minutes 
£5 minutes
15 minutes
14 minutes
Pix date and time of next meeting 1 minute
Requirements for meeting
Quiet room without interruption 
Round table
Plip charts (1 blank, 1 with steps in process and list 
of areas identified initially)
Pens and paper
EVALUATING CUSTOMERS’ EXPECTATIONS
1 Establish the total population of guests staying in the 
hotel during the period of evaluation and estimate size 
of each market segment.
2 Decide on market segments to be included and the size of 
each sample.
3 Select on random stratified basis the guests to be 
approached and determine procedure for non-response.
4 Arrange for reception to ask for co-operation of guests.
5 Arrange procedure for determining timetable for 
interviewing guests and location.
6 At beginning of interview explain purpose and technique 
to be used:
Purpose
Technique
7 Interviewees then asked to select nine experiences from 
those given which, include:
3 most satisfying experiences 
3 least satisfying experiences 
3 other experiences (neutral)
8 Following this after further explanation constructs are 
elicited by giving selected triads.
9 Constructs are entered on grid by interviewer, at same 
time a card is prepared for each set of constructs to 
help with completion.
10 When all constructs are elicited, guests are asked to
. rank experiences against each construct. Cards marked 
I - V to assist. Grid to be completed by interviewer.
11 Following this interviewee is asked to give a top view 
of ranking of quality standards.
12 This concludes the interview.
13 Following this the researcher interprets the grid and 
determines which constructs relate to the interpretation 
of quality standards.
SETTING TARGET FOR IMPROVEMENT
\ target for quality and/or productivity imrovement needs 
to set out an objective on what has to he .achieved, 
described in terms of an end result and in a way that can■ 
be measured.
GATHERING INFORMATION
The group at each meeting will need to consider with the 
target for improvement and the objectives of the next 
meeting to consider what additional relevant information 
is required and who is going to be responsible for 
collecting it.
The information required (evidence, facts, ideas or 
experience) need to be identified by the group and the 
individual who volunteers or is delegated to obtain it. 
The group leader, co-ordinator and researcher will be 
available for helping to clarify needs and to give access 
to sources required.
PRESENTING FINDINGS
The presentation should be brief and concise and Include 
verbal and written content. Only the major issues which 
were explored and the reasons for this should be given. 
The recommendations should include an action plan and 
suggested realistic time table for implementation.
ANALYSING CAUSE AND EEEECT
1 In line with, the target identified for improvement
the present position should he indicated in the efffect 
box of the cause and effect diagram.
2 Members are asked to identify possible causes and in
turn to list these on the diagram. These can be 
listed under the 5.M ’s >- Market, Manpower,■ Machinery, 
Methods and Materials.
Where causes are related they should if possible be 
divided into causes and sub-causes.
3 Eollowing this the group preferably at a second meeting
rank the causes in degree of importance in causing the 
effect identified.
Cause and effect diagram
LISTING AND GENERATING IDEAS
At different stages the group needs to list standards, causes,
and solutions. This techniques can he used for all of these
listings.
1 To begin the activity of listing ideas each member of
the group is asked to list his or her ideas on a piece 
of papercfor a few minutes. • •
2 Each individual is then asked in '.turn to give an idea 
which is listed on a flip chart without comment. This 
listing continues until the ideas identified are listed. 
Individuals can pass if they have no further ideas at 
the time of each round. Any further ideas can be 
added to their lists as the listing continues..
3 When the initial listing is completed members of the 
group can ask for clarification of the meaning of 
words or phrases. Anyone can give the clarification.
4 Following this the group is asked to consider if they 
can suggest any additional ideas.
ND It is important to list the ideas without giving any
indication of who has made them.
RANKING IDEAS
At different stages the group need to rank standards, causes
and solutions. This technique can be used .
1 The group should first decide on what criteria they wish 
to rank the ideas and whether the important criteria can 
be combined in a single ranking. Further how many 
rankings are to be completed.
2 Following this the number of ideas which are to be
chosen for ranking needs to be determined.
3 Individual members of the group are then given sets of
cards according to the number of rankings to be completed
and asked to write on each card the ideas they wish to
rank.
4 Following this the cards are arranged from most to least
important and then numbered(highest number most important,
lowest number least important ie 1)
5 The rankings are then listed without indicating who made
the rankings and by addition the most important ideas
are identified.
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THE FRONT OFFICE QUALITY CIRCLE’S WRITTEN APPENDIX 3
PRESENTATION. TO MANAGEMENT . AND. MANAGEMENT ’ S . . .
RESPONSE. . . ;......   ... - ........ .
The eighteen page written presentation was jointly- 
prepared by the members of the Quality Oircle and was 
distributed to-members of the management team during a 
verbal presentation to management by the Quality Circle.
■Management’s response at a second meeting with the 
Quality Oircle is attached.
JAPANESE CIRCLE
.O
The quality circles, a technique used in Japan has made a
significant contribution to the reputation it has established
for producing reliable goods. This approach is designed to
bridge the gap between members of staff and managers and to
draw on the large reservoir of knowledge and skill of the personnel.
The concept is a simple one, up to eight people from a department 
meet regularly under the leadership of a supervisor to examine 
problems affecting guest satisfaction and recommending solutions 
to these problems.
Quality circles are completely voluntary bodies. Once the circle 
has been formed it selects its own problems and presents 
recommendations to management. The initiative, for action 
comes from the personnel side, rather than the more traditional 
approach of being initiated by management.
_ .
WHAT DOES THE QUALITY CiRCLS DO?
Over a series of meetings, normally fortnightly, the circle 
takes a number of steps, as set out below, to tackle departmental 
quality and productivity problems.
1ST STEP
Getting information 
2ND STEP
Selecting standards - requiring standards 
3RD STEP
Analysing standards - requiring attention 
4TH STEP
.
A  L I T T L E  IN D U C T IO N
■35°
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5TH STEP
Presenting findings to management 
6TH STEP
Reviewing progress
The Japanese Circle at Holiday Inn Swiss Cottage started on 
3rd April, 1981* It consists of 5 members from Front Office 
department meeting on a regular basis.
Mr. Nightingale interviewed approx. 30 guests in our hotel* 
He found out where our service is lacking and where our 
service is good.
50% of guests who thought using the telephone 
was important,! were dissatisfied with the 
the telephone system.
100% of guests who thought check-out was 
important were dissatisfied with the
THE FIRST MEETING
This was introduced by Michael Messenger who thanked everybody 
in anticipation of the voluntary work that they were going to 
do during the next three months. A list was to be made pointing 
out the items that the guests would find most satisfactory, i.e.:-
Good points
1. know the regulars
2* appreciation for long distance calls 
and messages
3* *feel at home*
4* good team spirit
5* communications
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7. Well known name and known 
standards*
8. Leisure Club facilities-
9* Banqueting and kosher 
facilities
10* Good location and it’s quiet 
then a list was made of the points needing improvement, i.e. :~
I. Short opening hours in Coffee 
Shop
2* No coffee in the Lobby
3* Lack of communication with all dept3 
and within the dept e.g. special 
promotions and events.
4. Slow room service, difficulties with 
languages, more variety on menu
'5. Change Message System in Reception
6. Wake up calls and newspapers
7. Abrupt staff
8. Atmosphere
9. Too many young girls
10. Familiar faces and voices
II. More time for guest
12. Check out system/computer
13® Interference by management when dealing 
with guest
14. Sending telex etc.
-  3  -
6 *  G o o d  s e c u r i t y  f a c i l i t i e s
-  4  -
THE SECOND MEETING
Firstly, the information generated at the first meeting ’was 
reviewed.
The areas that need attention, in terms of importance to 
the customer, were listed.
The areas were assessed from 1 - 5 ,  (1 being the most important, 
2 the next important etc)
Atmosphere 4 4 5
C ommunicati ons 5 v 5
Reservations 4 \5
Messages 5 2 2
Checkout 1 1 1
Wakeup calls 3 3
Using telephone 3 3
Opening hours in 
Coffee Shop 4
More time for 
guest 3
Slow room service 2
sending telexes 4
Messages and checkout were then assessed in terms of ease and speed 
to put matters right
Messages 
Checkout
The most difficult one was chosen i.e.
Checkout system
Before the third meeting was hold, the present checkout 3ystem 
had to be analysed. This had to be done in 7 days and on each 
day approx 10 - 20 checkouts were timed* The average checkout 
time is approx 2 - 3  minutes per person and queues up to 15 people* 
The timings are attached.
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5THE THIRD MEETING
A target ’was set of 2 minutes for a cash checkout and; 
l i  minutes for a credit checkout. A queue of up to 6 
people is acceptable.
We had to write down all the points which kept us from 
achieving this standard. The Fishbone system was used 
(see over)
These were then ranked from-'1-5 which needed most attention
£(y/ruc. ou
At this stage we had to again rank the problems that interfered 
with us achieving our target.
F O U R T H  M E E T IN G
PERSONNEL
1. Trainees - inexperienced staff with trainees
2. Staff shortage - manning - demand
3« Management interference
4. Lack of knowledge to do other jobs
GUESTS
1. Queries
2. Guest doesn’t know when it is busy
3* All want to leave at the same time
4. Pay up to date
EQUIPMENT
1. Breakdown of Computer
2 . Slow (Computer)
3. Inadequate ventilation (Computer)
4. Difficult to trace guest who has checked out
5. Transfer key
6. Calculator
7. Only two printers
SYSTEMS
1. Group check-out
2. Extra folios
3. Breakfast system
4 • Training
OTERS
1. Giving out department keys
2. Telephone calls
3. Tidy Reception area
4. Telephone cables
5. Request for Porter Service
353
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1. Staff - shortage
2. Computer
3. Guest
4# Breakfast system
FIFTH MEETING
All of us had to think of some suggestions to each point. 
STAFF - SHORTAGE
1* Employ more experienced staff
2 . More staff on middle shift
3* All receptionists shozild be trained as Cashiers.
4* Switchboard staff trained to do reception duties and 
some cashier duties.
5. Switchboard answer all front desk calls, until 8.30 a.m.
6. Occupancy forecast - management be in to help
GUESTS
1. Tell guest when check-out time is busy
2. Pay-up-to-date, ask guests to pay in the evening
COMPUTER
1. Each shift a Computer back up
2. Improve Computer memory
3. expensive
BREAKFAST SYSTIM
1. Room charge include breakfast
2. Restaurant linked to Computer
SUM M ARY
A l l  t h e  s u g g e s t i o n s  w h ere  t h e n  r a n k e d  a g a i n .
SUMMARY
► * * f
STAFF SHORTAGE
S w itchboard  s t a f f  t r a in e d  to  do r e c e p t io n  d u t ie s  and some c a s h ie r  
d u t ie s .
S w itch b o ard  answer a l l  f r o n t  desk c a l l s  u n t i l  8 .3 0  a . m.
T e l l  g u est when c h e c k -o u t tim e  i s  busy  
P a y -u p - to -d a te .  Ask g u es t to  pay  i n  th e  e v e n in g .
Computer 
T ra n s fe r  k y  s
A t check o u t ,  b e in g  a b le  to  ask com puter to d a y ’ s t ra n s a c t io n s .  
Im prove com puter memory (e x p e n s iv e )
B re a k fa s t system  
R e s ta u ra n t l in k e d  to  com puter
H ie  S o lu t io n  you w i l l  f in d  on th e  n e x t Pages.
ACTION PLAN FOR THE SWITCHBOARD
ITEMS TO BE TRAINED: RESULTS:
1 s t  DAY
POSTING CHARGES
TO BE ABLE TO POST SIMPLE DEPvCHARGES 
TO BE ABLE TO UNTERSTAND THE 
DEPAR TMENT-CODES 
TO BE ABLE TO CORRECT MISTAKES.
THE TRAINING WILL BE GIVEN BY LYNETTE 
AND ANNE-MARIE.
2nd DAY
HOW TO TRACE QUERIES I
TO BE ABLE TO UNTERSTAND 
ACCOUNTS BILLINGS PROCEDURE i . e .  WHERE 
TO FIND THE TIGER TAPE AND DEPARTMENT BILLS  
THE TRAINING WILL BE GIVEN BY LYNETTE 
AND ANNE-MARIE.
THE S/BOARD MEMBERS WILL BE S P L IT  IN  TWO GROUPS AND EACH SESSION 
WILL TAKE 2 DAYS (2HOURS PER DAY)
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SWITCHBOARD ANSWER ALL FRONT DESK CALLS UNTIL 8 .3 0
D u rin g  th e  peak check o u t tim es  th e  C a s h ie r  has many in te r r u p t io n s .
These may be from  o th e r  members o f  s t a f f  o r  from  g u e s ts . They may be by  
phone o r  in  p e rso n .
To m in im ise  th ese  in t e r r u p t io n s ,  we propose th a t  th e  S w itchboard  should  ta k e  
a l l  o f  R e c e p tio n  c a l l s  and d e a l w ith  them a c c o rd in g ly . Th is  w ould be u n t i l  
about 8 .3 0  a .m . o r  u n t i l  such a tim e  as th e  C a s h ie rs  f e e l  th a t  th e y  co u ld  
cope a d e q u a te ly  w ith  th e  s i t u a t io n .  The c a l l s  from  s t a f f  can u s u a l ly  be 
d e a l t  w i th ,  w ith  r e l a t i v e  e a s e . »
th e  c a l l s  from  guests  a re  g e n e r a l ly  to  do w ith  ch eck in g  o u t .  They e i t h e r  
w ish  to  s ta te  t h a t  th e y  w ant t h e i r  b i l l  re a d y  when th e y  a r r iv e  a t  th e  F ro n t  
Desk o r ,  th e y  r e q u ir e  th ^  P o r te r  to  c o l l e c t  t h e i r  baggage.
F o r  th e  second, we f e e l  th e  p re s e n t system i s  in a d e q u a te  in  th a t  th e  Form
( i l l u s t r a t e d )  i s  p la c e d  o u t o f  th e  way o f  th e  te le p h o n is ts .  The system can
be im proved i f  th e  Form was re p la c e d  on to  th e  s m a ll f la p  door between
R e c e p tio n  and th e  S w itc h b o a rd . I t  w ould th e n  be a c c e s s ib le  f o r  a l l
concerned .
1 . HOW TO LET GUEST OOV WHEN CHECKOUT DESK IS  3USY
I  h a v e  a n a ly s e d  tw o p o i n t s  : -
P e r io d ic a l ly  R ecep tio n  becomes deluged w ith  
custom ers t ry in g  to pay t h e i r  b i l l s ,  u s u a lly  
e a r ly  morning and lu n ch tim e  and we have no 
system w ith  which to  d e a l w ith  th is *
Perhaps i f  we d is t r ib u te d  a sm a ll l e a f l e t  
(a s  such!) around th e  g u es t’ s room i . e .  
b es id e  the bed o r on th e  T .V . , th is  would 
a t t r a c t  t h e i r  a t te n t io n  and cou ld  help  our 
checkout system .
2 . PAY-UP-TO-DATE -  AS! GUEST TO PAY IN  TiS  EVENING
E very  day a one hundred pound l i s t  is  made, 
in  which a l e t t e r  and copy o f  t h e i r  b i l l  
i s  endorsed.
Perhaps i f  we had a H o lid a y  In n  stamp made 
t e l l i n g  the  guest about peak hours , th is  
m ight h e lp .
Room N u m b e r : __________
Guest Name:____________ _____
Off neak hours are during the 
evening.
a v e  a p le a s a n t  3 t a y
As we know, we are  now one o f  the le a d in g  business h o te ls  u s in g  
the advanced techno logy which th ey  c a l le d  the com puter. T f m sure  
everyone agrees w ith  me th a t  the computer is  much b e t te r  th a n t the
NCR 4 2 . The amount o f  paper works th a t  we have to do is  le s s e n .
The f o l io s  are  more p re s e n ta b le . C o n s id erin g  these advantages, we 
s t i l l  have to  im prove few  th in g s  to  ach ieve  our s tandard  o f  checking  
o u t g u es ts .
There a re  th re e  m ain problem s th a t  causes the d e la y  o f  checking  
o u t g u ests :
1• B re a k fa s t Charges
S o lu tio n s  suggested:
a . Departm ent c a s h ie rs  must be sure to  charge  
the r ig h t  room number and qu ick  enough to  
hand in  th e  b i l l s  in  the re c e p tio n  fo r  p o s tin g .
b . P resen t d a te  charges can be e a s i ly  shown on /' j
the screen  to  check i f  the b re a k fa s t charge has 
been p o sted .
c .  Departm ent charges l in k e d  to  the com puter.
2 . T ra n s fe r  keys which a re  the M9 means minus and M8 means p lu s  
are  n o t s e t up a u to m a tic a lly  l i k e  the t ra n s fe r  d e b it  and t ra n s fe r  c r e d i t  
i n  the NCR 4 2 .
3* Program 30 .3 0  a t  p re s e n t i t  does’ n t  shows how th e  guest is  
paying  the b i l l  as id e  from  the accounts to the company. By asking  
the guest ag a in  they are  g e t t in g  annoyed.
L a s t b u t n o t the le a s t ,  by im proving  the memory o f  the com puter, 
checking  o u t guests would be much more q u icker and e a s ie r .
S '
0
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ENTER R00I1 NUMBER ?• 307 
JACKSON MR R 67.33 
CORRECT GUEST? (N/CR)
ENTER PAYMENT METHOD s
. Jm
INTER-OFFICE MEMORANDUM
To
AT
Corn# to
Subject
ACCOUNTS Date 23RD JUNE, 1931
From QUALITY CIRCLE
FRONT DESS.
AT
To a v o id  any d e la y s  o f  ch eck in g  o u t  g u e s ts , we w ould a p p re c ia te  
yo u r c o -o p e ra t io n  o f  n o t p r in t in g  any l i s t s  b e fo re  10*00  a«m.
Thank you .
MANAGEMENT’S RESPONSE 10 FRONT OEEICE APPENDIX 3 cont.
QUALITY CIRCLE . . • . ..........
JAPANESE CIRCLE
STEP 6 REVIEW PROCESS 9TH JULY. 1981 MR. E . VAN EMFE1
— HR.  D . DANIELS
JAPANESE C IR C U
PROBLEM: GUESTS WERE D ISSA TISFIED  WITH CHECKOUT SYSTEM
JAPANESE CIRCLE SOLUTION
1 . S w itc h b o a rd  c r o s s - t r a in e d  to  
do R e c e p t io n /C a s h ie r  d u t ie s
2 . S w itc h b o a rd  to answer 
R e c e p tio n  c a l l s  up to  
8 *3 0  a*m* .
3* M a in  P r in t e r  n o t to  be
used  by o th e r  d e p a rtm e n ts  
b e fo re  I D . 00 a*nu
4# P u t L i s t  f o r  P o r te r  on 
f l a p  door f o r  d u a l  
S w itc h b o a rd /R e c e p tio n  
access*
5 .  Stamp to  be p u t on £100  
R em inder L e t t e r  s e n t to  
g u ests  by F .O .M .
REVIEW AND PROGRESS
V e ry  good id e a
T r a in in g  i n  o p e r a t io n
J a p a n e s e  C i r c l e  to  re a d  M a t r ix  s tu d y ;  
w hich  has a lr e a d y  been done (c o p y  to  
a l l )  and u se  M a t r ix  system  to  
i n s t i g a t e  s o lu t io n .
I t  i s  p o s s ib le ,  b u t  m ust i n  no way 
* i n t e r f e r e  w ith  S w itc h b o a rd  
o p e r a t io n .
Memo a lre a d y  is s u e d  by C i r c l e .
M r. van  Empel w i l l  is s u e  fo l lo w —up 
memo on 1 3 th  J u ly  to  en su re  i t  
happens.
Go ahead Japanese  C i r c le  to  
i n s t ig a t e ;  w ith  P o r t e r s 1' 
c o -o p e r a t io n .
H ere  ve su g g es t change o f  la y o u t  o f  
l e t t e r  and add in  an e x t r a  p a ra g ra p h , 
s t a t in g  o f f -p e a k  hours e t c .  5
M. M essenger to  in s t ig a t e  by  
1 6 th  J u ly ,  1 9 8 1 .
6* S ig n  on n o te  in  room s, r e  
peak ch ecko u t t im e s .
Yes ve w i l l  do t h is ;  p o s s ib ly  a 
s t ic k e r  on Room D ir e c t o r y ,  w o rd in g  
and e x a c t la y o u t  to  be d e c id e d  by  
1 .8 .3 1 .
